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Abstract
This research considers the need for transformative change in higher education admissions
policies and student success initiatives in the wake of significant impending changes in the
demographics of the college-going population. The role of the chief enrollment management
officer (CEMO) was examined for its potential to shape policies around access and equity within
an institution. It is predicted that hundreds of CEMO positions may become available due to high
turnover within the next few years, creating an opportunity for more women to step into this
executive-level role. In this causal comparative quantitative study, data was collected from 211
current CEMOs to understand the challenges and highlights of the role and provide
recommendations for reshaping the role to attract transformative women leaders. Tenets from
transformative leadership theory, feminist theories, and labor economics combined to form the
theoretical underpinnings for this study. Structural equation modeling was used to examine the
relationship between demographic and work-life factors on job satisfaction, morale, and
intention to stay, leveraging a framework used in previous studies on mid-level managers in
student affairs. The findings suggest that career support, recognition for competence, and
favorable working conditions were significantly correlated with higher morale, and morale was a
significant predictor of a CEMO’s intention to stay in their current position. Career support was
also significantly correlated to job satisfaction for women CEMOs. Findings from this research
can help institutions make the CEMO role more attractive to the next generation of diverse
transformative leaders who will be responsible for solving complex problems in the changing,
highly competitive landscape of higher education.
Keywords: higher education administration, enrollment management, transformative
leadership, mentorship, job satisfaction, moral
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Chapter 1: Introduction
Higher education is in need of transformative leaders to guide their institutions through
change and uncertainty in the coming decade. Recent admissions scandals have highlighted the
way power and privilege benefit some students while marginalizing and excluding others
(Haveman & Smeeding, 2006; Reeves, 2019). Rising tuition costs and record levels of student
loan debt have students and their families questioning the value of higher education (Deming,
2019; Mangan, 2019). Grawe (2018) predicts that sharply declining birthrates due to the 2008
Great Recession along with demographic changes and migration shifts will result in significant
changes to the college-going population starting around 20. Declining federal and state funding
of higher education and research continues to put pressure on institutions to find new ways to
balance their budgets (Mitchell et al., 2018). Transformative leaders are needed to take on these
challenges with moral courage and political will to emerge with new knowledge frameworks that
result in deep and equitable changes in higher education.
An underlying theme of this paper is to consider the opportunity for transformative
change in higher education through recruiting, admissions, and student success policies. For
many institutions, these policies are developed through their model of strategic enrollment
management (SEM). First introduced in the late 1970s, SEM brings together the areas
responsible for recruiting, funding, tracking, and retaining students. Collectively, these areas
work toward common goals related to student enrollment, tuition assistant, and support to
increase graduation rates. Leading this effort at the executive level is the chief enrollment
management officer (CEMO), who works closely with the president, provost, trustees, and other
key constituents.
The CEMO plays an influential role in fulfilling the mission of the institution through
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admissions, financial aid, and student success programs. The majority of CEMOs have worked in
administrative positions, such as director of admissions, director of financial aid, or registrar and
typically do not come from the ranks of academia. It is a role with high prestige and a high salary
(Bichsel & McChesney, 2017), but the role is also characterized by heavy workloads, high stress,
and often unreal expectations according to a 2018 survey by the executive recruiting firm
Witt/Kiefer (Crutchfield, 2018). A 2020 Career Profile survey of current CEMOs by the
American Association of Collegiate Registrars and Admissions Officers (AACRAO) found high
turnover among this group. Almost 50% plan to make a career change in the next three years,
and only 32% plan to move to another CEMO position. The Career Profile report indicates that
there are likely to be several hundred CEMO vacancies within the next three years. Given the
challenges facing higher education in the next decade, the vitality of American higher education
institutions will be dependent on a pipeline of talent ready to step into these important positions.
Predicted vacancies could create opportunities for women to move into key leadership
roles. Currently women occupy about 40% of CEMO roles (Bichsel & McChesney, 2017). This
may seem high, but it should be noted that the feeder pool in this administrative domain is
dominated by women. Fifty-four percent of admissions directors are women and 69% of
registrars are women, yet men in these roles more often are the ones to ascend to the CEMO
level, indicative of a potential glass ceiling. Also troubling is data from the College and
University Professional Association for Human Resources (CUPA-HR) showing women
CEMOs earn about $0.88 for every dollar earned by men in the same role (Bichsel &
McChesney, 2017).
The concept of enrollment management and the role of the CEMO are relatively new to
higher education (AACRAO, 2017). The first CEMOs appeared in the early 1980s but have
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become more common in the last decade; CEMOs are now found in about half of U.S.
institutions. Many executive roles, such as provost or chief financial officer, are well-defined and
have similar responsibilities regardless of the type of institution. However, the structure of the
CEMO role varies widely, even among institutions with similar missions. At some institutions, it
is a powerful role with broad oversight of admissions policies, financial aid programs, and
student success initiatives. These CEMOs have the ability to influence access and equity within
their institution. Yet at other institutions the role is primarily responsible for recruiting students
in an effort to meet a targeted enrollment goal. They operate as salespeople or even
“cheerleaders” for the institution (P. Perkins, personal communication, Nov. 12, 2019).
Research on the CEMO role is sparse but a few studies have looked at the leadership
qualities associated with the position. Snowden (2010) found that the role requires facilitation,
coordination, and bringing people together to take a wide view within the institution. Studies by
Liedke (2013) and de Leur (2007) assert that as leaders, CEMOs need to be visionary and
possess problem-solving skills. Furthermore, de Leur’s (2007) study found that successful
CEMOs are collaborative, analytical, resourceful, and participative. Liedke’s (2013) research
found that CEMOs also need to have character, initiative, competence, and communication
skills.
Multiple executive recruiters confirm that the CEMO role is one of the most difficult
roles to fill. They indicate presidents and trustees are quick to replace a CEMO who is not
meeting desired goals and there is heavy competition for the few “good” CEMOs. Considering
the expected high number of vacancies, there will be more opportunities for women to move into
the CEMO role. Colleges and universities who want to overcome the impending challenges of
the next decade will need visionary leaders who can deconstruct existing knowledge frameworks
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defining who should go to college, what the path to a degree should look like, and what types of
services and support should be provided. They will need to look beyond the traditional masculine
command-and-control leadership styles and consider candidates with feminist leadership styles.
These leaders, who are more likely to be (but not necessarily) women, tend to exhibit more
collaborative and participative leadership styles (Eagly, 2008) and lead with an ethic of care
(Gilligan, 1993). Women who embrace a feminist leadership style value principles of inclusion,
gender equity, and social justice and are concerned with the way differential power and
oppression contribute to social environments (Chin, 2008). According to Chin, “Diverse women
leaders contribute additional dimensions that may influence differences in leadership styles” (p.
2). Women are also more likely to use an empathetic approach and place less emphasis on a
“need to win at all costs” mindset compared to men (Chin, 2008, p. 10).
One particular feminist leadership style applicable to the field of education is
transformative leadership theory. transformative leadership theory is a model for leaders in
education who are committed to equity and social justice (K. M. Brown, 2004). The model
acknowledges that students arrive with different backgrounds and experiences and it is the
responsibility of the leader to prepare them to be individually successful as well as engaged
citizens in a global community (Shields, 2017b). Institutions seeking a CEMO should consider
how the contributions of a transformative woman leader could bring positive changes to their
campus.
How This Study Evolved
I am a White woman who has spent nearly two decades working in higher education
administration. I currently hold a mid-level leadership position as an associate registrar, with
aspirations of ascending to the registrar position. I assumed that I would finish out my career at
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that level, and I had no desire to move up to the CEMO role. I perceived the CEMO role to be
highly stressful and requiring a huge commitment of long hours and constant travel. As a wife
and mother to a pre-teen, I couldn’t fathom how I could handle the responsibilities of an
executive-level job and have time for my family.
One of my last classes in my doctoral program was an elective called “Women in
Leadership.” The readings and discussions illuminated many of the barriers faced by women
leaders. While working on an assignment for the class, I had the opportunity to meet with the
leader of AACRAO to get advice about the registrar profession. I was surprised when the
discussion turned to the topic of CEMOs. I learned about the high turnover and problems with
younger leaders (like myself) not aspiring to the role, either due to a lack of interest or the
perception that candidates must have a background in admissions. Reflecting on the discussion, I
began to think about what could be done to inspire younger women leaders to take on this role.
That led to the idea of conducting research to understand the reality of the role. Is it as stressful
and all-consuming as I perceive it to be? Are there ways to structure the role to meet the worklife balance needs that many women desire? Ultimately, my goal was to gather data around the
experience of the CEMO role and use that information to motivate transformative women leaders
currently working at lower levels in higher education administration to take the next step in their
career. I approached this work with recognition that my social location as a White woman is
different from women of other races and backgrounds. Though I cannot speak for others, I made
a sincere effort to include multiracial and diverse perspectives.
Purpose of Study
The purpose of this study was to determine the level of morale and job satisfaction
among people serving in the relatively new position of chief enrollment management officer
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(CEMO). Using quantitative analysis, differences in morale and job satisfaction between men
and women serving in the role was investigated. The research also took intersectionality into
account, with recognition that race, class, gender, sexuality, and citizenship status can all lead to
differential treatment (Collins, 2000). The results can be used by institutions and hiring agencies
to create work environments that increase satisfaction and allow institutions to retain current
CEMOs or attract new talent to open positions. Increasing morale and job satisfaction can
encourage women and others from nontraditional paths to consider this important position.
The study was conducted as feminist research in that it recognizes the traditional
dominance of White, male leaders in higher education. It challenged the status quo by generating
knowledge that can be used to bring more women into the CEMO position. The theoretical
framework for this research project used feminist theory, transformative leadership theory, and
human capital theory as lenses to conceptualize the influence of women leaders in higher
education.
Research Questions
This research answered the following four questions:
Q1. Is there a difference in satisfaction, morale, and retention between men and women
serving in the CEMO role?
Q2. Is there a difference in satisfaction, morale, and retention based on the areas of
responsibility for the CEMO?
Q3. Does the amount of mentorship received have an impact on morale, satisfaction, or
retention for women in the CEMO role?
Q4. What factors are related to retention of CEMOs?
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a. Is there a direct effect of demographic factors on retention?
b. Is there a direct effect of work-life factors on retention?
To answer these questions, a survey was developed using a conceptual framework based
on the work of Rosser and Javinar (2003), two researchers who specialize in the area of midlevel
staff retention in higher education (Walterbusch, 2019). The framework measures the direct
effects of demographics and work-life issues and indirect effects of satisfaction and morale on
intention to stay in the position (Rosser and Javinar, 2003).
The research questions aim to address the overarching issue of high turnover by
examining demographic and work-life factors, as well as morale and satisfaction to identify any
links to intent to leave. Question 1 addresses differences between the perceptions of men and
women in the CEMO role. A common theme among previous research on women in leadership
roles is the importance of flexibility and family-friendly policies (Kay & Shipman, 2014;
Sandberg, 2013). Because the CEMO role is characterized by long hours and high stress, my
hypothesis is that that men will have significantly higher morale and job satisfaction than
women. Using gender as the independent variable, a t-test tested the hypothesis that there are
significant differences in moral, satisfaction, and intention to stay. This information will be
useful for institutions willing to restructure their CEMO position to better align with the qualities
sought by women.
The second question reviewed satisfaction and morale based on the structure of the
CEMO role. Because it is a relatively new role, the scope and responsibility of CEMOs varies
widely across institutions. Data were collected on each participant’s areas of responsibility.
Participants were provided with a list of various departments, such as admissions, financial aid,
registrar, bursar, advising, student affairs, career services, etc. Participants were directed to check
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all job functions that they oversee. The results identified the most common patterns (such as
“admissions only” or “admissions/registrar/student affairs”) and created categorical values to
represent the Areas of Responsibility variable. The Area of Responsibility derived variable was
used as the independent variable in ANOVAs with the Morale subscale and Satisfaction subscale
as dependent variables to determine if there were significant differences in moral and job
satisfaction by the CEMO’s area of responsibility. There was virtually no research that examined
the areas of responsibility for best practice, so findings for question 2 are relevant for institutions
looking to restructure their enrollment management organizations.
Question 3 addresses whether having a mentor impacts the morale and job satisfaction
scores for CEMOs and whether there is an interaction effect by gender. Previous research has
found that mentorship was related to job satisfaction for women (Friday, 2014). The analysis
involved a two-way ANOVA with the categorical variable of Mentorship Code as the
independent variable and the Morale subscale as the dependent variable to determine any main
effects. A two-way ANOVA using Mentorship Code and Gender as independent variables and
Morale subscale as the dependent variable identified if there are any significant interaction
effects. The process was repeated using the same independent variables and the Satisfaction
subscale as the dependent variable to determine if there was an interaction between gender and
having a mentor. The findings from the two-way ANOVAs determine if there are significant
interactions.
Finally, analysis for Question 4 used structural equation modeling to determine the
interactions of direct and indirect effects on retention. Retention is measured by a set of
questions about the participant’s intention to stay. This allowed for creation of an Intention to
Stay latent dependent variable. The analysis combined demographic qualities, work-life issues,
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morale, and job satisfaction as independent variables to examine the impact on intent to stay.
Previous studies of similar roles in higher education administration have found that demographic
factors including level of education (Friday, 2014; Walterbusch, 2019) and salary (Walterbusch,
2019) as well as work-life factors such as skill variety (Glisson & Durick, 1988), role ambiguity
(Glisson & Durick, 1988), flexible work schedules (Walterbusch, 2019), and mentorship (Friday,
2014) all have an impact on job satisfaction and intention to stay. This study extends previous
research by determining if similar conditions are applicable to the CEMO role.
To the extent possible, additional analysis will be done using various demographic
factors to account for intersectionality. It is recognized that numbers are neither objective nor
colorblind (Gillborn et al., 2018) and that “statistics are frequently mobilized to obfuscate,
camouflage, and even to further legitimate racist inequities” (Gillborn et al., 2018, p. 160).
Question 4 findings include respondent characteristics by race, gender, age, and other
demographic factors, as well as the respondent’s type of institution. Elite institutions face
different challenges with recruiting and retention than open-enrollment institutions, and public
institutions have different regulatory requirements than private institutions, so understanding the
type of institution for each respondent will allow for a better comparison of experiences.
Methods
This causal comparative quantitative study used a survey to collect data from current
CEMOs. I collaborated with the American Association of Collegiate Registrars and Admissions
Officers (AACRAO), a professional association for higher education professionals, to promote
the survey through their Eye on Research blog and bi-weekly newsletters. According to another
researcher, using AACRAO brings more credibility to the survey and increases the likelihood
that CEMOs will take the time to respond (R. Liedtke, personal communication, September 20,
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2019).
The survey collected demographic data, including gender, age, number of years in the
current position, information about the type of institution where the person works, a small series
of questions about leadership style, and details about the scope of responsibilities. Questions
were included that related to work-life issues (i.e., career support, recognition, discrimination,
working conditions, and compliance). Finally, a short series of questions measured morale,
satisfaction, and intent to leave. Figure 1 shows the conceptual model for the survey.
Figure 1
Conceptual Model for the Survey

Data analysis included a t-test and ANOVAs to look for differences between men and
women, and differences based on job responsibilities. Structural equation modeling was used to
find correlations among the demographic factors, work-life issues, morale, and satisfaction on
intention to stay.
Terminology
The following terms are germane to this research topic. They are being defined to provide
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clarity and common understanding as they are used throughout this paper.
Chief Enrollment Management Officer (CEMO). A high-ranking leader at a higher
education institution who is responsible for recruiting, admissions, financial aid, and student
retention.
Enrollment Management. A process that brings together activities having to do with
recruiting, funding, tracking, retaining, and replacing students as they move through the
institution (Maguire, 1976).
Feminist Research. Feminist research falls under the paradigm of critical theory. It
acknowledges the power issue in research, addressing the questions of who is doing the research,
who is the research for, and who benefits from the research. Feminist research challenges the
legitimacy of research that does not empower oppressed and invisible groups and seeks to give
voice and emancipation to women (Cohen & Manion, 1994).
Human Capital Theory. The set of skills, knowledge, and resources possessed by a
worker that can be “rented out” to their employer (Ehrenberg & Smith, 1997, p. 286). Within the
frame of labor economics, human capital is the supply side, while the characteristics of the
workplace and employer are the demand side. Those who possess more desirable human capital
(e.g., education or experience) are often more successful in acquiring more prestigious, higher
paying jobs.
Intersectionality. The recognition that societal structures and systems interact in
different and distinct ways and result in differential group treatment based on race, class, gender,
sexuality, and citizenship status (Collins, 2000). An intersectional approach to inquiry
acknowledged that morale and job satisfaction is more complicated that simply examining the
experiences of all women as a single group.
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Transformative Leadership Theory. With the explicit goal of social justice,
transformative leadership theory acknowledges that students arrive with different backgrounds
and experiences. Leaders are responsible for preparing them to be individually successful as well
as engaged citizens in a global community (Shields, 2017b). transformative leadership theory
consists of eight tenets: the mandate to effect deep and equitable change; the need to deconstruct
existing knowledge frameworks; the need to address inequitable distribution of power; a focus
on both individual and collective good; a focus on emancipation, democracy, equity, and justice;
a focus on interconnectedness and global awareness; balancing critique with promise; and a
willingness to exhibit moral courage.
Significance of the Study
Based on the Career Profile Survey of chief enrollment management officers, AACRAO
(2020) estimates that hundreds of CEMO positions will become vacant in U.S. institutions in the
next three years. The high number of openings could provide a tremendous opportunity for
career mobility among aspiring women leaders if institutional practices and prevailing cultural
attitudes are changed. Despite large numbers of women attaining the requisite undergraduate and
graduate degrees, women typically hold clerical and mid-level administrative positions while
men are more likely to attain higher-level positions (Mason & Goulden, 2002). Research
conducted on leadership traits of CEMOs found that communication and listening skills, the
ability to build relationships, and visioning capabilities are skills associated with greater success
in the role (Liedtke, 2013). These skills all align to feminist leadership qualities.
This research study seeks to identify the conditions that lead CEMOs to have high morale
and job satisfaction and the relationship of these factors to retention in the CEMO position.
Institutions can use the findings to transform the CEMO role in ways that increase morale and
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job satisfaction, thus increase retention rates. Individuals currently in a CEMO role or aspiring to
one can use the results to seek out positions with qualities that align with the factors related to
having higher morale and job satisfaction. Ultimately, this research seeks to raise the profile of
the CEMO role and make it more attractive to the next generation of diverse transformative
leaders who will be responsible for solving complex problems in the changing, highly
competitive landscape of higher education.
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Chapter 2: Literature Review
Issues of Access and Equity
The first colonial colleges in the United States were founded with the mission to “identify
and ratify a colonial elite” (Thelin, 2004, p. 24). These colleges catered to the sons of wealthy
Puritan families and produced the political, business, and religious leaders of the new colonies.
The notion of a traditional student has evolved since then, but in many ways higher education
still favors those with money, power, and resources. At the top-tier colleges, over 60% of
students are from the highest socioeconomic quartile, while only 4% are from the lowest
socioeconomic quartile (Chetty et al., 2020). The odds are stacked against lower-income
students. Wealthier students have access to test prep classes, tutors, guidance from parents and
school counselors, and the ability to go on college visit tours. The practice of favoring children
of alumni, known as legacy admissions, gives more wealthy and disproportionately White
students an advantage estimated as similar to adding 160 SAT points, while donations made
directly to a college or political connections can give students an edge over “unhooked” students
with stronger academic records (Golden, 2006; Reeves, 2019). These practices will “contribute
to growing income and wealth inequality, which in turn will exacerbate these inequalities across
future generations” (Haveman & Smeeding, 2006, p. 128).
At a time when 61% of U.S. adults think that higher education is going in the wrong
direction (A. Brown, 2018), getting a degree still matters. A study conducted by the Georgetown
University Center on Education and the Workforce looked at the return on investment (ROI) of a
college degree after forty years. They found that attending elite schools such as Harvard,
Stanford, or Massachusetts Institute of Technology have ROIs of close to $2 million, while top
flagship public institutions pay off at around $1 million. Degrees from community colleges have
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ROIs closer to $500,000 (Carnevale et al., 2019). Even when considering the loan burden that
many middle- and low-income students take on, a college degree is still one of the best
investments a person can make (Abel & Deitz, 2014; Haverman & Smeeding, 2006). Along with
the impact on lifetime earnings, Deming (2019) states that other social problems such as
declining male labor force participation, rising mortality rates, and opioid addiction
disproportionately afflict people without college degrees. Institutions of higher education need to
find ways to provide inclusive, equitable, and high quality education to anyone seeking to pursue
a higher education.
Challenges Facing the Higher Education Industry
Despite the overwhelming evidence of the benefits of higher education, institutions are
facing a decade of challenges. A sharp decline in births between 2008 and 2013 (Grawe, 2018;
K. M. Johnson, 2014; Lipka, 2014) will hit colleges and universities in the late 2020s when
fewer high school graduates leads to an unprecedented reduction in demand for higher education
(Grawe, 2018). According to the Higher Education Demand Index (HEDI), in aggregate, by the
mid-2020s, community colleges can expect about a 13% decrease in enrollments while four-year
institutions are likely to experience a 10% decrease in enrollments (Grawe, 2018).
The declining birth rate is only part of the story. Migration patterns are also impacting the
number of potential students. The 2018 U.S. Census Bureau’s Vintage Population Estimates
show that the Northeast and Midwest are declining in population while Florida, Texas, and the
West Coast are increasing. The areas of increasing population tend to have less wealth and
students are less likely to enroll in college than the areas that are declining in population (Lipka,
2014). College readiness is also an issue. The ACT’s College and Career Readiness report for
2019 showed that only 37% of students met at least three of the four College Readiness
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Benchmarks and just 9% of underserved learners, defined as minority students from low-income
families whose parents did not attend college, met three or more readiness benchmarks. The
percentage of graduates meeting benchmarks in math and English have been on a long-term
downward trend, with the high school class of 2019 hitting a 15 year low. To achieve their
enrollment goals, many higher education institutions will need to expand recruiting efforts into
new markets and consider ways to support students who are not college-ready by developing
programs and initiatives to help these students succeed.
A third challenge for higher education institutions is continuing budget constraints. The
2008 Great Recession caused most states to make deep cuts to funding for their public
institutions. It is estimated that states are spending an average of 16% less per student in 2017
than they did in 2008 (Mitchell et al., 2018), and more cuts are expected as a result of the 2020
coronavirus pandemic (Diep, 2020). This has forced institutions to increase tuition, cut support
services, limit course offerings, and reduce faculty positions. Data from the College Board
(2018) indicates that average tuition and fees at a 4-year public institution rose from about
$7,500 in 2008-2009 to $10,230 in 2018-2019. Increased dependency on tuition revenue has
institutions looking for more students from wealthier families who have the ability to pay the full
price (Grawe, 2018). Yet these full-pay students will be harder to find. The socioeconomic
characteristics of the rising generation will require significant financial assistance and large-scale
investments in financial aid (McGee, 2015). The number of students with the ability to pay
without aid are expected to decline, and those that remain will be increasingly sensitive to price
and look for discounts among their options. Institutions will also be under increasing pressure to
meet their targeted enrollment numbers in order to balance their budget (Tough, 2019).
Declining birth rates, migration of students, and pressure to enroll enough students to

17
meet revenue goals will all lead to increased competition for a smaller pool of students. Leaders
of colleges and universities cannot afford to stick with the traditional approach to recruiting and
retaining students. They need to create a strategic plan that allows them to set realistic goals to
ensure long-term viability while also seeking to equalize opportunities for students from
traditionally underrepresented families. Key challenges include a willingness to expand the way
educational opportunities are offered, to whom they are offered, how programs are credentialed,
and offering more financial options for educational support.
Enrollment Management
To meet the challenges of recruitment and retention, many higher education institutions
engage in the practice of enrollment management. Enrollment management involves a systematic
approach to pursuing an institution’s goals and outcomes (Hossler & Kalsbeek, 2008). The
concept was first introduced in the 1970s and used by private liberal arts colleges who were
beginning to face increased competition from public institutions offering more career-oriented
education (Maguire, 1976). Enrollment management integrates the areas responsible for
admissions, funding, and student success to align goals of the institution in an intentional way,
such as increasing the academic profile of the incoming class of students or ensuring economic,
racial, and ethnic diversity (Hossler & Kalsbeek, 2008; Maguire, 1976). Enrollment management
goals often address persistence and graduation rates and set targets for tuition revenue. The work
is data-driven and involves long-range planning through the use of market research techniques
and financial modeling (Hossler & Kalsbeek, 2008).
Driven by the belief that integrated efforts are greater than the sum of their individual
parts, a hallmark of enrollment management is collaboration among all those who have a role in
attracting, instructing, and providing services to students (Maguire, 1976; Paxton & Perez-
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Greene, 2001). In the ideal scenario, faculty and deans alter their programs according to student
interests, more tutors are hired in anticipation of increased needs, and facilities managers
understand that beautiful landscaping can help attract prospective students and families when
they come for college tours. Ideally everyone at the institution understands their role in recruiting
and supporting students.
The person charged with leading the enrollment management efforts is the chief
enrollment management officer, also known as the CEMO. CEMOs work with presidents and
other senior leaders to develop a strategic enrollment management plan that takes into
consideration the goals and mission of the institution along with financial projections and market
research on prospective students. Once a strategic enrollment management plan is in place, the
CEMO must ensure that members of the campus community understand their role in supporting
the plan. The CEMO also needs to continually provide data and metrics to demonstrate whether
the goals of the enrollment management plan are being met.
Who Are CEMOs?
The structure of enrollment management and the role of the CEMO varies according to
institutional culture, climate, and character (Hossler & Kalsbeek, 2008), but there are many
similarities in the enrollment management model. Roughly half of U.S. institutions currently
have an enrollment management structure. This is expected to increase as more community
colleges and international institutions move to the model. The American Association of
Collegiate Registrars and Admissions Officers (AACRAO) 2017 U. S. Chief Enrollment
Management Officer Career Profile Report shows that about 75% of CEMOs report directly to
the institution’s president or provost, demonstrating that most institutions understand the high
value of enrollment management to the vitality of their campus. The majority of CEMOs serve
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on committees related to recruitment, student success and retention, and strategic planning. As a
top-level leadership position within the institution, CEMOs are well-paid, with median salaries
around $100,000 at 2-year institutions; $150,000 at baccalaureate and master’s institutions; and
nearly $200,000 at doctoral institutions according to the College and University Professional
Association for Human Resources (CUPA-HR). The median salary for women CEMOs is
$142,500 while the median salary for men is $160,600, indicating an $0.88 gender pay gap that
is likely due to more men occupying CEMO roles at elite institutions (Bichsel & McChesney,
2017).
Several dissertations have explored the CEMO role. Snowden (2010) identified
enrollment management as an institutionalized organizational field and an emerging profession.
One CEMO she interviewed described the role as requiring facilitation, coordination, and
bringing people together to take a wide view within the institution. CEMOs are also responsible
for providing enrollment management data to other departments who may need to predict yield
rates or identify gaps in graduation rates by race and gender.
Studies by Liedke (2013) and de Leur (2007) revealed that CEMOs need to be visionary
and possess problem-solving skills. Further, de Leur’s (2007) study found that CEMOs are
collaborative, analytical, resourceful, and participative. Liedke’s (2013) research found that
CEMOs need to have character, initiative, competence, and communication skills. Collectively,
these studies portray the ideal CEMO as a visionary leader who can bring key constituents
together for strategic planning and motivate those involved with serving students to actively
participate in the plan.
Insight into the challenges of the CEMO position can be found in AACRAO’s 2020
Career Profile report. It indicates that there is high turnover, with almost 50% of current CEMOs
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planning to make a career change in the next three years, and only 32% plan to move to another
CEMO position. It is predicted that this will result in hundreds of vacancies across the United
States. Respondents to a 2018 survey of CEMOs by the executive search firm Witt/Kiefer cited
“pressure,” “high stress,” “heavy workload,” and “burnout” among reasons for leaving the field
(Crutchfield, 2018). Many also say conflicting expectations to balance quality, quantity, and
revenue creates a challenging environment that requires managing expectations regarding the
number and type of students that the institution is recruiting and admitting.
Opportunity at the CEMO Role
Discussions with several consultants at executive search firms reveal that the CEMO is
one of the most difficult roles to fill among higher education leadership positions. The pool of
skilled candidates is small‒numerous experienced CEMOs are approaching retirement‒and
according to one recruiter, many younger professionals are not interested in moving beyond midlevel positions. The pressure to meet enrollment goals is high and likely to become even more
difficult in the next decade with changing demographic and socioeconomic conditions. CEMOs
will face increased competition for a shrinking pool of academically qualified high school
graduates with the ability to pay the full price of tuition. They will encounter more students in
need of remedial education and academic support programs. Dwindling state and federal support
will lead to more pressure to increase tuition revenue. It is easy to see why the role may not be
appealing to those who see these conditions as insurmountable.
Yet reframing the CEMO role has the potential to bring transformative change to higher
education. CEMOs are in a position to deconstruct existing knowledge frameworks and
implement innovative initiatives to create opportunities for nontraditional students. The next
decade will be a time when visionary leaders in the CEMO role will be needed to challenge the
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status quo. Bringing a social justice approach to recruiting, admissions, financial aid, and student
retention programs could improve opportunities for students from minoritized families and
ultimately improve social mobility. Leaders of higher education institutions need to recognize
the importance of the CEMO in fulfilling the mission of the institution. When hiring a new
CEMO, institutions need to consider how the leadership styles of their candidates can either
positively or negatively impact their ability to execute their strategic enrollment management
plan.
Evolution of Leadership Styles
The field of educational leadership has been dominated by three theories over the past 30
years: transactional, transformational, and transformative leadership. The roots of transactional
leadership theory developed from Max Weber’s (1947) writings on bureaucracy and rationallegal leadership, where “the purest type of legal rule is that effected through a bureaucratic
administrative staff” (p. 347). Staff work within a hierarchy and are motivated to do their jobs
because they are paid a salary. The leader exercises control through an exchange of benefits.
This style of leadership values fairness and responsibility. Burns (1978) describes transactional
leadership as a bargaining process where “each party to the bargain is conscious of the power
resources and attitudes of the other” (p. 19). He goes on to define transforming leadership as a
relationship between the leader and follower where leaders “shape and alter and elevate the
motives and values and goals of followers through the vital teaching role of leadership” (Burns,
1978, p. 425). Both the leader and followers need to move beyond their individual goals and
unite in the pursuit of change that represents collective interests. The group is working “as
mutual support for a common purpose” (Burns, 1978, p. 20). While similar in promoting equality
and social justice, Shields (2010) differentiates transformative leadership from transformational
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leadership; transformative leaders go beyond the needs of their specific group to seek out deep
and equitable change within the community, nation, and world.
Examples of all three leadership styles can be found within the context of admissions and
enrollment management. As the field of enrollment management was first developing in the
1970s, it was common to see transactional leadership play out in schools with rigid admissions
processes, such as setting a quota on weekly phone calls for admissions counselors.
In the 1990s, transformational leadership was demonstrated through the practice of
tuition discounting, which became a popular way to target and attract new types of students.
Tuition discounting can involve setting high tuition rates and strategically redistributing excess
tuition revenue to allow the institution to offer grants and other types of financial aid to middleclass and low-income students (S. Johnson, 2019), allowing for more diversity of the student
body. Another example of transformational leadership is implementing practices that involve
holistic review of admissions candidates to look beyond test scores and GPA and take into
consideration other unique talents or evidence of resilience and grit. Both examples demonstrate
deliberate strategies that attend to the needs of students from a variety of backgrounds.
Transformative leadership practices go beyond seeking benefits for the organization and
focus on how decisions can lead to equity reform and an impact on broader society. An example
of transformative leadership can be found at institutions that partner with communities to fund
pipeline programs in K-12 schools. These programs, often aimed at middle school and high
school students in under-resourced school districts, are designed to boost students’ academic
preparation and engage them in college-readiness activities. While some of the students may opt
to attend that institution, the goal is for the students to have multiple options and select whatever
institution is the best fit for their goals (Love, 2019). Ultimately, these types of programs
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increase the number of students who are better prepared to succeed in college.
The Need for Transformative Leadership
The anticipated challenges of the next decade due to declining birth rates, declining
federal and state support, population migration, and growing socioeconomic gaps brings higher
education into a volatile, uncertain, complex, and ambiguous reality. Shields (2017b) uses this
same description, referred to as VUCA, to explain the chaos of primary and secondary education
globally. Higher education is in a similar state and will require transformative leaders who
“ensure more equitable, inclusive, and socially just opportunities for all” (Shields, 2017b, p. 5).
The sharply declining population of high school graduates will require transformative CEMO
leaders to break down the existing knowledge framework of a traditional college student and
rebuild a new model that supports adult learners, first generation students, refugees, and other
types of nontraditional students. They also need to re-examine the inequities in the distribution of
power within admissions practices to find ways to open up access to marginalized populations.
Transformative leadership theory is not prescriptive, and instead calls for consideration of
goals and priorities. It includes eight tenets for leaders to incorporate in their leadership
framework. First is the mandate to effect deep and equitable change. This involves understanding
of the mission of the institution and an understanding of the students it serves. Second is the need
to deconstruct and reconstruct knowledge frameworks that perpetuate inequity and injustice.
Leaders must examine their current policies and practices to address racism and other prejudices
that exist and ensure they are meeting the needs of all students. Third is the need to address the
inequitable distribution of power. This can include examining policies within admissions that
traditionally favor students from wealthier backgrounds, but also considering how academic
policies could be adjusted to give students more power to choose their learning experiences.
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Fourth is an emphasis on both individual and collective good. This tenet serves as a reminder
that institutions are educating individual students but also contributing to the broader goal of
strengthening democratic society by providing engaged and educated citizens. Fifth is a focus on
emancipation, democracy, equity, and justice. Leaders need to consider what they and their
institution can do to support underserved populations, refugees, and other marginalized groups.
Sixth is an emphasis on interdependence, interconnectedness, and global awareness. Leaders
should strive to create a campus environment that brings together a diverse set of students and
provide opportunities for them to learn from one another. They also need to collaborate with
community leaders, the private sector, K-12 administrators, and politicians to develop new
approaches to funding education.
The last two tenets of transformative leadership theory acknowledge the difficulty in
challenging existing practices and enacting change. Tenet seven is the necessity of balancing
critique with promise. Leaders need to be willing to critique the current practices of their
institution. “Social justice, democratic community, and global awareness do not and cannot
happen at a distance” (Shields, 2017b, p. 108). They must also propose ideas to move forward.
The challenges facing higher education institutions will require radical solutions to open access
to new populations of learners while also addressing the critical issues around budgets and
funding. The final tenet is the call to exhibit moral courage. Radical change will face pushback.
Leaders need to believe deeply in their vision for a better future, anticipate the pushback, and
find ways to move their vision forward.
Transformative leadership is a leadership style suited to individuals with moral reasoning
aligned to the ethic of care. The ethic of care was first proposed by Gilligan (1993) as a response
to concerns over traditional work by Kohlberg that centered on the theory that individuals are
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primarily egocentric and choose behaviors that maximize self-interest. Their moral reasoning is
oriented to a sense of justice and respect for laws and conventions. Gilligan observed that
Kohlberg’s work was based solely on male research subjects and conducted her work on moral
reasoning on women. She found evidence of an alternate model of moral reasoning based on
concern and care for others, which she coined the “ethic of care” (Gilligan, 1993; Simola et al.,
2010). Leaders who operate with an ethic of care will gravitate towards many of the principles of
transformative leadership theory.
Opportunities for Women
The numerous openings for CEMOs and the need for transformative leaders creates an
opportunity for institutions to hire more women leaders. Currently, there is an
underrepresentation of women at almost all levels of the highest leadership positions. A main
reason is due to the rigid path to achieving tenure and academic leadership positions. Analogous
to an obstructed pipeline (Mason & Goulden, 2002), there are often blockages that occur for
women attempting to enter the assistant professor level, and then additional challenges trying to
move from full professor to senior administrative leader. In non-academic career paths, the
blockages for women occur when trying to move from mid-management to executive positions.
The issue of the pipeline problem is not whether there are enough educated women to fill
leadership roles. There are now more women receiving bachelor, master, and doctoral degrees
than ever before. The significant increases in educational attainment and workforce participation
have “given millions of women the background and skills they need to become leaders” and
“qualified and ambitious women are not in short supply” (Hill et al., 2016, p. 16).
The obvious answer to why women are leaking from the pipeline may be that they are
shifting their priorities to raise a family. Indeed, the statistics show that women who have a child
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within five years of receiving their PhD are much less likely to receive tenure than men who
graduated in the same timeframe and had a child (White, 2005). Raising a family takes away
time from work, particularly when much of the responsibility for household duties often falls
disproportionally to women. Women seeking advancement have the perception that harsher
working conditions, intensifying demands, and personal sacrifice may make moving unattractive
to some (White, 2012). However, other research has found that even women who do not have
children or postpone starting a family until later in their career are achieving tenure at a slower
rate than men (Mason & Goulden, 2002). This information suggests there are additional factors
at play.
A major factor in the leaks and blockages in the pipeline could also be attributed to
systematic bias and gender discrimination. Watt and Eccles (2008) highlight a study conducted
as part of the National Science Foundation’s ADVANCE initiative to improve recruitment and
retention of women science and engineering faculty. The study found that there is an
“accumulation of disadvantage” (p. 313) for women faculty. For instance, survey results showed
that women tend to serve on more committees than men, but they were often not asked to chair
the committees. This means that men were spending less time on committees, but they had better
curricula vitae showing their leadership experience. The survey results also found that women
reported having significantly fewer mentors than men. This accounts for another accumulation of
disadvantage because it means that women are receiving less advice, sponsorship, and
opportunities for collaboration. In their 2010 Harvard Business Review article “Why Men Still
Get More Promotions Than Women,” the authors make the distinction that mentors offer
personal and professional support and advice, while sponsors actively advocate for promotions
and advancement. A 2008 Catalyst study of 4,000 MBA alumni from top business schools found
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that women are more likely to have mentors than men yet less likely to advance in their careers
because they are not actively sponsored the way that men are (Carter & Silva, 2010). They found
that 62% of men had mentors at the CEO or senior executive level, compared to 52% of women.
This is often due to having more men in senior level positions, allowing men an advantage of
having a larger pool of mentors who look like them. Other studies have found additional
examples of inequitable treatment of women, such as receiving less space, fewer teaching
assignments, and fewer awards and distinctions (White, 2005). Evidence shows that within
higher education, gendered perceptions of work still persists in job segregation. Clerical and
mid-level administrative roles are more typically held by women while men hold higher-level
positions (Mason & Goulden, 2002).
Another issue facing women leaders is imposter syndrome, the “strong belief that they
are not intelligent; in fact, they are convinced that they have fooled anyone who thinks
otherwise” (Clance & Ives, 1978, p. 241). According to Clance and Ives (1978), societal sex-role
stereotypes that women are not competent cause many women to have lower expectations for
themselves. They found that women are more likely to attribute their success to luck or effort,
while men are more likely to attribute their success to their abilities. Compounding the effect of
imposter syndrome are microaggressions that challenge the competence of many women. The
recent report Women in the Workplace 2021 found that 36% of senior leaders who are women
reported being interrupted or spoken over more than others compared to only 15% of men in
similar positions. Additionally, 34% of women leaders indicated their judgment was questioned
in their area of expertise. These microaggressions make their day-to-day experiences more
difficult as they move into leadership roles.
Women of color face further barriers. While White women describe their career
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advancement as blocked by a glass ceiling, “women of color often face a concrete ceiling”
(Reynolds-Dobbs et al., 2008, p. 129) as they deal with the intersection of sexism and racism.
Black women face historical stereotypical images such as Mammy or Jezebel that can affect their
treatment in the workplace (Collins, 2000; Reynolds-Dobbs et al., 2008). The exploitation of
U.S. Black women as house slaves and domestic workers created a “mammy” image,
symbolizing the perception of Black women as nurturers to White children (Collins, 2000). This
image perpetuates racial oppression and aims to influence Black maternal behavior. The
“mammification” of work exists today as Black women professionals are disproportionally
employed in roles involving the care of destitute and vulnerable populations. They are often
expected to fix systems in crisis due to lack of funding and support. They are also expected to be
self-sacrificing, advocate for other Black women, and are considered the support system in the
workplace rather than the leader.
Another historically prominent image of Black women is the Jezebel. Whereas the image
of the Mammy is asexual, the Jezebel image originated during slavery as a way to portray Black
women as sexually aggressive and justify sexual assaults by White slave owners (Collins, 2000).
In recent times, the Jezebel stereotype is pervasive in hypermasculine popular culture. Within the
workplace, the Jezebel is characterized as an overly aggressive Black woman who will do
anything, including sexual favors, to achieve career success (Reynolds-Dobbs et al., 2008).
In addition to these two historical images, a modern stereotype emerging for Black
professional women is the Superwoman. This image characterizes the highly educated Black
woman working as a middle-class professional. The Superwoman is an overachiever who takes
on large amounts of work and seems to be able to handle it all. In reality, these women often feel
the need to “shift” their behavior between home and the workplace to placate White co-workers

29
(Jones & Shorter-Gooden, 2003). They also report feeling as though they need to work twice as
hard as their white colleagues and often work overtime, serve on special committees and task
forces, and go beyond their job description with little support (Jones et al., 2003; ReynoldsDobbs et al., 2008).
Stereotypes have a similar negative effect on women of other races. Despite being wellrepresented in the workplace, the term “bamboo ceiling” has been used to describe the barriers to
advancement that Asian American women face (Li, 2014). Although Asian Americans are often
associated with positive traits such as intelligent, educated, hardworking, and competent, they
often do not rise to executive-level positions and are negatively stereotyped as lacking social
skills and in particular, leadership skills. Hispanic women are subjected to mass media
stereotypes representing them as housekeepers and nannies who are uneducated illegal
immigrants. They are seen as submissive, weak, and willing to do whatever employers ask. They
are also stereotyped as a sexy, “Hot Latina,” which makes them more vulnerable to sexual
harassment in the workplace (Lopez, 2013). Native American women are also stereotyped as
uneducated, unskilled, and non-assertive, leading to reluctance to give them supervisory
positions (James et al., 1994). These examples demonstrate the increased barriers and
discrimination facing women of color, leading to issues related to hiring, receiving equitable pay,
and opportunities for promotion (Jones et al., 2003).
CEMO search committees that consider women will have a deeper talent pool and a
better chance of selecting the best person for the job. Vinnicombe and Singh (2002) warn against
cloning the next generation of leaders by tapping into “old boys’ networks” (p. 295) as has been
done in the past. They point out that corporate boards are still predominantly men with similar
backgrounds, education, and ways of thinking (Vinnicombe & Singh, 2002). Bringing in more
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women to leadership positions allows organizations to take advantage of the different
perspectives and talents that come from a more diverse team.
Other advantages to having women in leadership roles are the benefits it can bring to
employees of that organization. When successful women leaders work with both men and
women, they are likely to have “different and hopefully positive transformational experiences”
(Madson, 2011, p.133). Women leaders can also serve as role models and mentors to younger
women (Clarke, 2011; Madsen, 2011; Watt & Eccles, 2008). Younger women who do not see
other women in leadership roles or have women as role models will often perceive a lack of
opportunities and lose confidence in their ability to be promoted. On an individual level, when
women are not able to fulfill their aspirations, it can be dissatisfying and economically costly in
terms of personal and societal investment in their training (Watt & Eccles, 2008).
Perhaps most importantly, when women are in leadership positions, they are able to enact
change. They can introduce family-friendly policies, make adjustments to the tenure process,
require diverse hiring committees, and address inequities in pay. As more women ascend to
leadership positions, it creates a critical mass, which has the potential to slow the accumulation
of disadvantage and reduce gender discrimination practices. According to the report The White
House Project: Benchmarking Women’s Leadership (2009), critical mass is reached when at
least one-third of executive leadership positions are held by women. Across higher education
institutions, the percentage of women occupying top leadership positions remains less than 30%
(Bichsel & McChesney, 2017). Achieving critical mass is essential for implementing and
managing change as well as normalizing women’s leadership.
The benefits of having women in leadership roles, are mitigated by leaks in the pipeline
that prevent women’s advancement from occurring. For those who aspire to leadership roles,
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gender discrimination and gender bias keep some from advancing. For others, the idea of a
leadership role is unappealing because there are inadequate accommodations for family
responsibilities (White, 2012) and expectations have been shaped by generations of men who
have served in these roles.
Theoretical Framework
In recognition of the struggles women have faced in achieving equal opportunities, this
study was conducted as feminist research. The knowledge generated from this project will be
useful for both men and women who want to experience higher job satisfaction, especially for
wmen with a feminist leadership style. With hundreds of vacancies predicted in the CEMO role
over the coming years, and institutions struggling to fill their open positions, there is a unique
opportunity to bring in a new cohort of women leaders. Significant impending changes in the
demographics of the college-going population will require CEMOs with courage and a
willingness to redefine admissions policies and student success initiatives to support nontraditional students and expand access to people who have traditionally been shut out of higher
education. For that reason, the theoretical framework guiding this research combines feminist
theory, transformative leadership theory, and human capital theory to produce a
conceptualization of the type of leader needed in higher education administration to navigate the
challenges of the coming decade.
Feminist Theory
The second wave feminist movement that began in the 1960s played a pivotal role in
encouraging more women to pursue a career outside of the home. Friedan’s (1963) feminine
mystique challenged the idea that a woman’s role is to be a wife and mother, and that having a
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career goes against their destined role in society. It sparked a movement for social equality,
although mostly limited to upper and middle-class White women (Grady, 2018). More women
entered the workforce, but still faced discrimination, as recounted in Kanter’s study of
“Industrial Supply Corporation” in the 1970s. It revealed the distinct differences in the careers of
men versus the careers of women, where men primarily served as managers and women were
typists and secretaries (Kanter, 1977). She found that the organizational structure forms a
person’s sense of themselves and of their possibilities.
Feminist theory can be expanded by applying a Black feminist lens to examine
differential group treatment based on race, class, gender, sexuality, and citizenship status and
include the broader perspective of women who have traditionally been oppressed. Collins (2000)
defines a matrix of domination as an “overall social organization within which intersecting
oppressions originate, develop, and are contained” (p. 246). The matrix of domination has
impacted schools, educational opportunities, and employment of Black women and “reveals the
fallacy of assuming that gender affects all women in the same way‒race and class matter greatly”
(Collins, 2000, p. 247). The feminist movement helped many women make economic
advancements and lift their families into the middle-class. Yet it has mainly served the interests
of White women while “masses of women are as poor as ever” (hooks, 2000, p. 61), leading
hooks to call for an expansion of feminist work to include opposition to sexist, racist,
heterosexist, and classist oppression. This study recognizes that feminist theory has traditionally
advanced White women and seeks to be more inclusive by recognizing intersecting oppressions
and being intentionally attentive to intersectionality.
Transformative Leadership Theory
Simply filling the CEMO role with women is not enough. Bringing in women who
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practice the tenets of transformative leadership theory will make a significant difference in the
way that higher education will evolve over the next decade. Transformative leadership theory is
a feminist leadership style that focuses on equity and access to education. Given the scope and
influence of the CEMO role in admissions and retention policies, leaders practicing the tenets of
transformative leadership theory will be needed to break down the existing knowledge
framework of a traditional college student and rebuild a new model that supports adult learners,
first generation students, refugees, and other types of nontraditional students as higher education
institutions face impending demographic and socioeconomic changes in the next decade.
Transformative leadership theory consists of eight tenets: the mandate to effect deep and
equitable change; the need to deconstruct existing knowledge frameworks; the need to address
inequitable distribution of power; a focus on both individual and collective good; a focus on
emancipation, democracy, equity, and justice; a focus on interconnectedness and global
awareness; balancing critique with promise; and a willingness to exhibit moral courage.
Transformative CEMOs are needed to re-examine the inequities in the distribution of power
within current practices to find ways to open up access to marginalized populations.
Human Capital Theory
The third prong of the theoretical framework is rooted in labor economics and its
application to higher education administrative careers. Central to labor economics is the concept
of human capital. Human capital is the set of skills, knowledge, and resources possessed by a
worker that can be “rented out” to their employer (Ehrenberg & Smith, 1997, p. 286). Within the
frame of labor economics, human capital is the supply side, while the characteristics of the
workplace and employer are the demand side. This research examines factors of supply side,
such as gender, age, and salary, along with demand side factors, such as career support and
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recognition experienced by those currently serving in a CEMO role. Data analysis will determine
if any of these key factors play a role in job satisfaction, morale, and intention to stay.
Job Satisfaction, Morale, and Intent to Leave
The challenges facing CEMOs in the next decade will require stable and transformative
leadership skills. Institutions are dependent on their CEMO for setting goals and leading
initiatives around enrollment and student success programs. Turnover at top positions leads to
disruption of effectiveness and efficiency (Bruns, 2018). The process to replace a high level
administrator is a time-intensive and expensive process, often ranging from 90% to 200% of the
exiting person’s salary. The growing number of vacancies and specific requirements for the job
makes the CEMO role one of the most difficult roles for an institution to fill, behind that of the
president and chief financial officer. Retention of CEMOs by their institutions becomes critically
important for the institutions seeking to be successful in student matriculation, retention, and
graduations.
Previous research on higher education administrators has found links between job
satisfaction and morale on a person’s intent to leave. This previous research used a framework
based on the work of Rosser and Javinar (2003), two researchers who specialize in the area of
midlevel staff retention in higher education (Walterbusch, 2019). Their framework measures the
direct effects of demographics and work life issues and indirect effects of satisfaction and morale
on intention to stay in the position (Rosser and Javinar, 2003).
Rosser and Javinar’s model found that the constructs of morale and job satisfaction both
had a significant direct effect on a mid-level administrator’s intention to leave, with morale
having a slightly larger effect (-.24) than job satisfaction (-.14). They also found that salary had a
direct effect on intention to leave (-.18). Years of experience, salary, and discrimination all had
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significant negative effects on morale. Recognition, department relations, and working
conditions had a positive significant effect on morale. Recognition, department relations,
working conditions, career support, and external relations were all factors with a positive
significant effect on job satisfaction. Satisfaction had a positive significant effect on morale but
morale did not have a significant effect on satisfaction. This research leverages Rosser and
Javinar’s framework by measuring job satisfaction and morale among those currently serving in
a CEMO role with special attention to differences within gender and race. The results of this
study’s model are compared with the results of Rosser and Javinar’s model to determine which
factors are the same for both groups and which are different.
Job Satisfaction
While there has been no previous research specifically on job satisfaction for CEMOs,
numerous studies have looked at job satisfaction factors for other roles in higher education
including student affairs professionals, mid-level student administrative positions, and university
presidents (Bruns, 2018; Donaldson & Rosser, 2007; Friday, 2014; Mullen et al., 2018; Rosser
and Javinar, 2003; Walterbusch, 2019). Quality of work-life balance, level of education, and
salary are significantly related to higher job satisfaction for student affairs and student
administration professionals (Rosser and Javinar, 2003; Walterbusch, 2019). Friday (2014) found
that mentorship and sponsorship were related to job satisfaction for women, as well as level of
education, years of service, level of position, amount of contact with students and support for
professional development. Job stress and burnout are cited as factors related to dissatisfaction
with mid-level professionals as well as university presidents. Mid-level professionals are more
likely to encounter stress due to the demands of their job duties, lack of training, and conflicts
with outside commitments (Mullen et al., 2018) while presidents experience stress due to
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conflicts with controlling boards, community stakeholders, internal units, and financial or budget
issues (Bruns, 2018).
Morale
A separate but related concept to job satisfaction is the construct of morale. As they both
can related to feelings about an organization, they are often used interchangeably. Previous
research has suggested that morale is a reflection of the sum of job satisfaction among a group of
employees (Benge & Hickey, 1984; Bowles et al., 2009). Others have treated job satisfaction and
morale as separate constructs that are not always related to one another. Kanter (1977) suggests
that individuals can feel satisfied with their work but simultaneously frustrated with the
organization, such as having limited opportunities for promotion. Satisfaction occurs when
performance measures meet expectation measures (Leneway, 1991). Thus, individuals can feel
satisfied with their current work, but dissatisfied with their organization or their expecations for
career advancement.
This research project extends previous work conducted by Rosser and Javinar (2003) on
job satisfaction, morale, and retention of mid-level administrators in higher education. Their
research found that both morale and job satisfaction had significant negative direct effects on
intention to leave. They also found that job satisfaction had a significant positive direct effect on
morale, but the effect of morale on job satisfaction was not significant. Salary also had a direct
and significant negative effect on intention to leave, meaning that those with higher salaries were
less likely to leave their institution. The researchers concluded that the longer a student affairs
administrator worked, the lower their morale and job satisfaction, but they were less likely to
leave. The researchers speculated that more seasoned leaders are likely more financially secure
and invested in their current institution.
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Summary
This chapter began with an overview of the challenges facing higher education, including
issues around access and equity, population and demographic shifts that will redefine a
“traditional” college student, and continued reductions in public funding. It introduced the role of
enrollment management in tackling these challenges and described the responsibilities of the
CEMO as leader of enrollment management efforts.
Focus shifted to leaders and leadership styles as the evolution of leadership theories in
education were presented, along with examples of these theories applied to enrollment
management policies. Numerous predicted openings in the CEMO role presents a unique
opportunity to bring more women into leadership, leading to a discussion of the historical
challenges women have faced. The final section explored the ideas of job satisfaction, morale,
and retention. These concepts are the basis for the survey that was used to collect information
about the experiences of current CEMOs to understand how the role can be structured to attract
and retain transformative women leaders.

38
Chapter 3: Research Methods
Introduction
The role of chief enrollment management officer (CEMO) is new to higher education
administration, with the position only coming into prominence over the last two decades.
CEMOs are senior-level administrators charged with carrying out the mission of the institution
through admissions, financial aid, and student success programs. They have the opportunity to
influence policies around access and equity within their institution. Given the newness of this
position, very little research has been conducted on the CEMO. The research that exists to date
focuses mainly on leadership qualities and performance (de Leur, 2007; Dutschke, 2003;
Liedtke, 2013; Niles, 2012; Snowden, 2010; Strickland, 2011). This research project extends the
current body of knowledge by exploring possible factors that impact morale and job satisfaction
among current CEMOs. There is a particular focus on exploring any potential differences
between men and women in the position.
Application of Labor Economics Principles
The basis for this research is rooted in labor economics and its application to higher
education administrative careers. Labor economics looks at the impact of wages, prices, profits,
and non-pecuniary factors on the behavior of employers and employees (Ehrenberg & Smith,
1997). Central to labor economics is the concept of human capital. Human capital is the set of
skills, knowledge, and resources possessed by a worker that can be “rented out” to their
employer (Ehrenberg & Smith, 1997, p. 286). Within the frame of labor economics, human
capital is the supply side, while the characteristics of the workplace and employer are the
demand side. Those who possess more desirable human capital are often more successful in
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acquiring more prestigious, higher paying jobs. According to Warner & DeFleur (1993), women
are often at a disadvantage because they are more likely to take time out of the labor market and
they are “less likely than men to hold the valued resource of continuous enrollment records” (p.
4). Further, Warner & DeFleur claim that the role of higher education administrator is classified
as an occupational labor market, meaning that individuals in these positions have received
extensive training or education resulting in very specialized skills. Career profile surveys support
this with the findings that two-thirds of CEMOs have 20 or more years of experience in
education, 81% have spent their entire career in higher education, and nearly 90% have either a
master’s or doctorate degree.
The very nature of an occupational labor market position often puts women at a
disadvantage. It usually requires geographic mobility, a strict career ladder pattern, and access to
the right networks (Mitchell, 1993). As shown in Figure 2, CEMO candidates typically have
continuous employment, an advanced education, and a willingness to relocate geographically.
Institutions often utilize search committees and executive search firms when hiring for the
CEMO position. These firms access their networks to spread information about job openings.
They hire the person that will best fit within the existing organization and with whom the hiring
committee members feel most comfortable. For this reason, mentorship and sponsorship “play a
particularly important role in the advancement of women” (Warner & DeFleur, 1993, p. 7).
Figure 2
Factors Influencing the Acquisition of a CEMO Role
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Despite the barriers, women are making small but steady gains in acquiring CEMO
positions. These women often bring feminist leadership styles that are transforming the CEMO
role. This, in turn, would make the position more attractive to women leaders aspiring to move
to that level. This research uses tenets of human capital theory, as well as previous research on
satisfaction, commitment, morale, and women’s issues to determine how specific supply side and
demand side factors of the CEMO role impact job satisfaction, morale, and intent to stay in the
role.
The Feminist Perspective
This study was conducted as feminist research in that it recognizes the traditional
dominance of White, male leaders in higher education. The goal of this project is to challenge the
status quo by generating knowledge that will ultimately lead to more women in the CEMO
position. Issues of gender discrimination and bias will shape the research agenda with
recognition that it will not be value-free, neutral, impartial research in the positivist tradition.
Feminist research is often associated with interpretive, ethnographic methods that involve
reflexivity and partnership with research subjects (Cohen & Manion, 1994). Many feminist
researchers feel that qualitative research is necessary to understand the primacy of women’s
subjective experiences and they reject quantitative survey research as “antithetical to feminist
aims” (Miner-Rubino & Jayaratne, 2007, p. 2). Central to the argument against quantitative
research is the notion that researchers reduce people to numbers and categories without room for
more nuanced information or contextualization. However, Miner-Rubino and Jayaratne (2007)
argue that quantitative methods are useful in implementing social change because larger
collections of data can “identify patterns of gender oppression and reveal how oppression
operates” (p. 9). They also point out that numbers and statistics can be powerful tools to attract
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attention and persuade leaders and the general public of the need for change. Surveys can be
constructed with feminist research principles in mind, such as allowing free-form boxes for
participants to provide more contextual details and testing questionnaires on people from various
types of social groups ahead of time to uncover any differences in interpretation of the questions.
With the belief that any well-designed study can be useful in advancing feminist research,
a non-experimental quantitative was conducted to collect data on the experiences of all current
CEMOs. This allowed for a large-scale collection of data on various factors relating to job
satisfaction, morale, and intent to leave. This method is appropriate because the goal of the
project is to identify patterns that could lead to generalizable knowledge. The results are urgently
needed given a predicted vacancy of hundreds of CEMO positions in the next three years. Once a
body of knowledge has been established, qualitative research should be conducted to gain a
deeper understanding of the experiences of women CEMOs.
Purpose of the Study
The purpose of this causal comparative quantitative study is to gain a better
understanding of the experiences of people currently serving in the CEMO position and
determine if there are particular factors related to morale, job satisfaction, and intention to stay.
The study addresses the problem of high turnover in the CEMO role by identifying effects of
demographic (supply side) or work-life (demand side) issues. The CEMO role is relatively new
to higher education and very little research has been conducted on people serving in the position.
This research project extends the current body of knowledge by exploring factors that impact
morale and job satisfaction among current CEMOs. The results can be used by institutions to
create work environments that increase satisfaction and morale and allow institutions to either
retain their current CEMOs or restructure their position to make it more attractive to the next
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generation of leaders.
Research Questions
Drawing on the finding from previous research on retention, job satisfaction, morale, and
challenges of women leaders, this research project addressed the following four high-level
questions:
1. Is there a difference in job satisfaction, morale, and retention between men and
women serving in the CEMO role?
2. Is there a difference in job satisfaction, morale and retention based on the areas of
responsibility for the CEMO?
3. Does the amount of mentorship received have an impact on job satisfaction,
morale, and retention for women in the CEMO role?
4. What factors are related to retention of CEMOs?
a. Is there a direct effect of demographic issues on retention?
b. Is there a direct effect of work-life issues on retention?
To answer these questions, a survey was developed using a conceptual framework based
on the work of Rosser and Javinar (2003). The framework measured the direct effects of
demographics and work-life issues and indirect effects of satisfaction and morale on intention to
stay in the position (Rosser and Javinar, 2003). A full list of the questions in the survey can be
found in Appendix A.
The four research questions aimed to address the issue of high turnover by examining
demographic and work-life issues, as well as morale and satisfaction to identify any links to
intent to leave. Question 1 addressed any differences between the perceptions of men and women
in the CEMO role. Using gender (2-level nominal) as the independent variable, t-tests were run
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with the Job Satisfaction construct and Morale construct as dependent variables. This tested the
hypothesis by determining if there are significant differences in morale and satisfaction. The
findings will be useful for exploring possible reasons for the underrepresentation of women in
the CEMO role and provide insights to institutions who are willing to restructure their CEMO
position to better align with the qualities sought by women.
The second question reviewed the levels of intention to stay based on the structure of the
CEMO role. Because it is a relatively new role, the scope and responsibility of CEMOs varies
widely across institutions. Data were collected on each participant’s areas of responsibility.
Participants were provided with a list of 17 different departments, such as admissions, financial
aid, registrar, bursar, advising, student affairs, career services, etc. Participants were directed to
check all areas that they oversee. The results were compiled to look for the most common
patterns (such as “Admissions Only” or “Admissions/Registrar/Student Affairs”) and created a
derived categorical variable to represent an Areas of Responsibility variable. Area of
Responsibility was the independent variable in ANOVAs with the Morale subscale and
Satisfaction subscale as dependent variables. Significant differences in morale and job
satisfaction by the CEMO’s level of responsibilities were tested. Findings for Question 2 will be
relevant for institutions looking to restructure their Enrollment Management organizations since
very little research currently exists on the CEMO role.
The third question examined whether having a mentor impacted the morale and job
satisfaction scores for CEMOs and whether there is an interaction effect by gender. Previous
research has found that mentorship was related to job satisfaction for women (Friday, 2014), but
women are less likely to advance in their careers because they are not actively sponsored the way
that men are (Carter & Silva, 2010). The analysis for Question 3 involved a two-way ANOVA
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with the variable of Mentor Code as the independent variable and the Morale subscale as the
dependent variable to determine any main effects. The mentor code had four possible values:
only had a mentor, only had a sponsor, had a mentor and sponsor, and never had a mentor or
sponsor. A two-way ANOVA using Mentor Code and Gender as independent variables and
Morale subscale as the dependent variable was used to identify if there were any significant
interaction effects. The process was repeated using the same independent variables and the
Satisfaction subscale as the dependent variable. The hypothesis was that there will be an
interaction between gender and having a mentor. The findings from the two-way ANOVAs were
used to determine if there were significant interactions.
The final question used structural equation modeling to analyze the interaction of direct
and indirect effects on retention. An Intention to Stay dependent variable was derived from
questions about the participant’s plans to leave either their current position, or their current
institution. The analysis combined demographic qualities, work-life issues, level of morale, and
level of job satisfaction as independent variables to examine the impact on intent to leave. This
study extends previous research conducted on mid-level leaders in higher education
administration by determining if similar conditions are applicable to the CEMO role. More
specific details about all the independent variables used in the SEM model will be discussed in
the Data Analysis section below.
To the extent possible, additional analysis was conducted on demographic factors to
account for intersectionality. It is recognized that numbers are neither objective nor colorblind
and that “statistics are frequently mobilized to obfuscate, camouflage, and even to further
legitimate racist inequities” (Gillborn et al., 2018, p. 160). For this reason, Chapter 4: Findings
includes breakdowns by race, gender, age, and other demographic factors to identify any
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differences.
Research Design
A survey of 50 questions was developed to capture demographic and work-life
characteristics, along with measurements of job satisfaction, morale, and intention to stay. Much
of the survey was adapted from the instrument used by Rosser and Javinar (2003) in their work
on job satisfaction, morale, and intention to stay for mid-level managers in higher education
administration. The survey questions were modified to make them applicable to an executivelevel position. The survey focused on factors known to be important to women leaders, such as
favorable working conditions, mentoring, and professional development opportunities (Stuckey,
2015). A set of questions were added to measure qualities linked to transformative leadership
theory, a feminist leadership style that focuses on equity and access to education. These
questions originated from an instrument created by Shields (2017b). A Transformative
Leadership score that was created from these questions and used as one of the independent
demographic variables. The survey also included a set of 15 questions categorized as Roles and
Responsibilities. The questions aimed to collect information about the respondent’s type of
institution, ability to meet enrollment and other institutional goals, and the scope of the
respondent’s role.
Following an introduction page and consent form, the survey was broken into six
segments: demographics, roles and responsibilities, leadership style, job satisfaction, experiences
at work, and future career plans. The demographics, roles and responsibilities, and leadership
style sections collected information about the respondent’s human capital. The section titled
Your Experiences at Work consisted of questions used to measure the work-life variables. The
job satisfaction section included scaled questions to measure both job satisfaction and morale.
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Finally, the future career plans section collected information for the intention to stay
measurement. Each section is explained in further detail.
Demographics
The demographic section consisted of 10 questions focused on respondents’ gender
identity, age range, their race/ethnicity description, their salary among a selection of salary
bands, and their highest level of education. The respondents were asked to provide estimates for
the number of years they have been in their current position, number of years worked at their
current institution, and number of years spent working in higher education. The final questions in
the demographics section determined if the respondent has ever had a mentor, sponsor, both a
mentor and a sponsor, or neither. Definitions of a mentor and sponsor were listed to provide
clarity to the respondent.
Roles and Responsibilities
The roles and responsibilities section contained 15 questions designed to collect
information about the type of institution and scope of responsibilities of the respondent. Because
there is typically only one CEMO role per institution, the survey did not ask respondents to
provide the name of their institution in order to protect their identity. Questions were structured
to allow for a high level of confidentiality and purposely avoided asking for the respondent’s city
or state or any other information that could link the respondent to their institution. The survey
asked for the type of institution (public, private non-for profit, or private for-profit); types of
degrees offered; whether the institution is located in an urban, suburban, or rural area; and the
approximate annual enrollment. The next four questions focused on the level of difficulty
involved in meeting enrollment goals in order to understand the selectivity of the institution and
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resources available to the CEMO.
In order to analyze the various ways that the CEMO position is structured among
institutions, a questions listed 17 common departments found at higher education institutions,
such as admissions, financial aid, student affairs, academic advising, international student
services, and veterans’ services. For each area, respondents were asked to indicate if they are
responsible for that area, if they participate in activities related to that area, or if they have no
involvement. The final questions in the Roles and Responsibilities section collected information
about who the respondent reports to, where the respondent worked prior to their CEMO role,
what motivated them to become a CEMO, what they like best about their job, and what they like
least about their job. These open-ended questions allowed respondents to share more context
about their background and experience in the role.
Leadership Style
Questions asking about the respondent’s leadership style were included in the survey to
provide insight into whether the respondent practices feminist leadership styles, and specifically
if the leadership style aligns to the eight tenets of transformative leadership theory. In Becoming
a Transformative Leaders: A Guide to Creating Equitable Schools (Shields, 2020), readers are
encouraged to take a survey developed by Shields to identify how much their beliefs and
practices align to principles of Transformative Leadership. Shields’ instrument consists of 64
questions and is framed within the context of K-12 education. Seven of the questions that were
applicable to higher education leadership and aligned to the tenets of Mandate for Equitable
Change, Constructing New Knowledge Frameworks, Redistribution of Power, Critique and
Promise, and Moral Courage. Each of these tenets are important to issues of access and equity in
admissions and student success in the higher education landscape. A scoring system provided by
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Shields was used to calculate a score for each respondent. Each score was divided by the total
possible points to create a Transformative Leadership Percentile Index as a way to measure each
respondent’s Transformative Leadership qualities.
Job Satisfaction
The Job Satisfaction section used the same questions as Rosser and Javinar (2003) to
measure job satisfaction and morale. Their instrument measured satisfaction with seven
questions (α = .84) on a 5 point Likert agreement scale. Topics included enjoyment of the work,
trust, confidence, and freedom. They measured morale with eight 5 point Likert scale questions
(α = .94) that ask about loyalty, pride, and commitment to the institution. The survey given to
CEMOs included open-ended text boxes after each section to allow respondents to provide more
details about their satisfaction (or lack of satisfaction) with both their current position and current
institution.
Your Experiences at Work
Rosser and Javinar (2003) included seven quality of work-life factors in their survey of
mid-level student affairs professionals: career support, recognition, intradepartmental relations,
discrimination, working conditions, external relations, and review/intervention. For the purposes
of this study, the categories of intradepartmental relations and external relations were excluded
from the survey. Those factors are concerned with relationships among colleagues and
relationships with students and make sense for mid-level administrators, who have significant
contact with peers and students as part of their role. However, high-level administrators such as
CEMOs have fewer peers at their level within the institution and less contact with students
compared to academic advisors or other student-centered positions. Career support, recognition,
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discrimination, and working conditions were included because previous research has determined
that these are all important factors to women leaders (Kantor, 1977). Review/intervention, which
includes questions about federal and state policies was included because a recent survey of
current CEMOs found that external forces such as politics and state budgets are a source of stress
and frustration (Crutchfield, 2018). The survey labeled this section as “Your Experiences at
Work” to signal to the respondents that the questions related to the working conditions and
experiences in their current position.
All questions used a 5 point Likert scale with responses ranging from strongly agree to
strongly disagree to be consistent with the scale used by Rosser and Javinar (2003). Rosser and
Javinar found their instrument to be reliable and internally consistent (alpha values in
parenthesis) for career support (.78), recognition (.87), discrimination (.87), working conditions
(.69), and review/intervention (.70). Questions were grouped by each factor and included an
open-ended text box directing respondents to provide specific examples related to their
responses. For example, following the set of six questions related to working conditions,
respondents were provided with a text box with instructions to provide any specific examples of
issues that enhance or diminish their ideal working conditions.
Future Career Plans
The survey concluded with four questions about the respondent’s future career plans.
Three questions asked the respondents how long they intended to stay in their current position, at
their current institution, and in the higher education profession. Rosser and Javinar (2003) used
these questions to measure intention to stay. Their instrument used a scale of 1 to 5, with 1
indicating little likelihood of leaving and 5 indicating a high likelihood of leaving. The survey
for this research project was modified to provide the options of less than 1 year, 1 to 3 years, 4 or
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more years, and an option for don’t know/undecided. This scale is consistent with similar
questions on the 2020 AACRAO Career Profile and allowed for both a continuous value for each
respondent and the creation of a dichotomous variable with answers of less than one year and 1
to 3 years grouped as “intend to leave” and the 4 or more years and undecided as “intend to
stay.” A final question asked participants to list the key reasons for their decision to stay at their
institution.
Target Population
The target population for the survey was any current CEMO at an institution in the
United States. This included institutions in the 50 states plus twenty universities in U.S.
territories in Puerto Rico, Guam, the Northern Marianas Islands, and the U. S. Virgin Islands.
CEMOs were defined by the classification of manpower code equal to “Director of Enrollment
Management” (code #84) in the Higher Education Directory. I purchased a list of names, emails,
and institutions from the 2021 Higher Education directory for all directors of enrollment
management from 2-year and 4-year institutions, containing contact information for 1,622
people. All 1,622 people were the target population that received the survey.
Pilot Testing
Pilot testing was conducted to collect feedback on the format of the survey and identify
any errors or confusing questions. A small group of 17 current CEMOs were asked to participate
in the pilot test. These people represented a variety of institutions and were selected because they
were either members of a local professional organization or they had responded to an inquiry for
volunteers that I arranged through the AACRAO professional organization. I received 10
responses from the pilot group and their feedback led to several changes in the questions. For
example, the original version of the survey asked participants to identify their race and ethnicity
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via the question “Which race/ethnicity best describes you?” I included a second question asking
“What race/ethnicity do most people think you are? This can be based on your appearance,
accent, name, etc.” The use of both questions was intended to capture the multiple dimensions
of racial identity, with the first question capturing self-identity and the second question capturing
observed race. Observed race is the race that others perceive a person to be and can be useful
when studying outcomes related to discrimination (Roth, 2016). However, several of the pilot
participants reacted negatively to the question, with one participant commenting that “some
people will find it offensive on its face while others will consider it charged” and others
commented that the wording should be changed. Based on the feedback I decided to remove the
question about observed race and only include a more traditional self-identification question
about race and ethnicity. I made a few other small wording changes to the questions and added
more explanatory text about some of the questions as a result of additional feedback from the
pilot participants.
Data Collection
Upon completion of pilot testing, the study design and final version of the survey was
submitted to Eastern Michigan University’s Institutional Review Board. They assisted with some
suggested wording to the consent statement and approved the study. A copy of the final consent
form can be found in Appendix B. The statement of approval can be found in Appendix C. After
receiving approval, an email link to the questionnaire on SurveyMonkey was sent to all the
survey participants. To maintain a strict level of anonymity, email addresses of the target
population were not loaded into SurveyMonkey nor were the tracking and reminder processes
used.
Participants were sent one email from my Eastern Michigan University email account, in
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which I introduced myself, provided a brief explanation of the study, and included a link to the
survey. The survey was open from Friday, February 26, 2021, through Friday, March 26, 2021. I
received 73 returned mail errors. I also received email responses from three participants
indicating that they had recently left their positions. Removing those people resulted in a total
population of 1,546 possible respondents. I did not send email reminders, but partnered with
AACRAO for additional outreach. An article about the survey, along with a link to take the
survey, appeared in AACRAO’s Eye on Research blog on February 26, 2021. A short
advertisement for the survey also appeared in the AACRAO Connect bi-weekly newsletter for
the two March 2021 issues. A total of 262 responses were received, resulting in a response rate
of 17%. When considering sample size guidelines for structural equation modeling, Kline (2005)
defines samples sizes less than 100 as “small,” between 100 and 200 to be “medium,” and over
200 to be “large.” Therefore, a sample size of over 200 was both preferred and achieved.
Data Analysis
This section will describe the statistical methods that was used to answer the four highlevel research questions and justify why the methods are appropriate. Table 1 presents the
analysis matrix for the first research question.
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Table 1
Question 1 Analysis Matrix
Research Question

Independent

Dependent

Analysis

H1: Are men more likely to
have higher morale in their
chief enrollment management
officer position than women?

Gender (2-level
nominal)

Morale Subscale
(Scale)

Independent
t-test

Gender (2-level
nominal)

Satisfaction
Subscale (Scale)

Independent
t-test

H0: There will be no difference
in morale by gender.
H1: Are men more likely to
have higher satisfaction with
their chief enrollment
management officer position
than women?
H0: There will be no difference
in satisfaction score by gender.
A t-test was used as a first step for this analysis because the research question involves a
comparison of mean scores to determine whether the difference between the two means is
statistically significant. The t-tests were used to compare the means of a scale variable between a
dichotomous categorical grouping variable (Plichta et al., 2012). Specifically, the independent ttest was selected because the participants can only be in one of the two groups. The participants
are either men or women and for the purposes of this study, it is impossible for a participant to be
in both groups. Note that the survey included options for nonbinary people in the gender
category. If there were any nonbinary responses, I planned to create one category of men and a
second category of “non-men” that includes both women and those selecting the nonbinary
category. However, the collected data only had responses of man or woman, so there was not a
need to address the nonbinary category. The t-test analysis included a Levene’s Test for Equality
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of Variances to determine whether values for equal variances assumed or not assumed should be
used.
Research question 2 involved a comparison of the areas of responsibilities reported by the
CEMOs to determine if there are any significant differences in morale and job satisfaction.
Table 2 summarizes the analysis matrix for this second research question.
Table 2
Question 2 Analysis Matrix
Research Question

Independent

Dependent

Analysis

H1: Do chief enrollment
management officers with
fewer areas of responsibility
report a lower morale?

Areas of
Responsibility
(multiple-level
nominal)

Morale subscale
(Scale)

ANOVA

Areas of
Responsibility
(multiple-level
nominal)

Satisfaction
subscale (Scale)

ANOVA

H0: There will be no difference
in morale by areas of
responsibility.
H1: Do chief enrollment
management officers with
fewer areas of responsibility
report a lower satisfaction?
H0: There will be no difference
in satisfaction by areas of
responsibility.
An ANOVA is the appropriate method to answer these two research questions because
ANOVAs are used for comparing the means of a scale variable between a nominal or ordinal
variable with more than two values. The ANOVA will determine whether the difference between
the means is statistically significant by taking the total of the variance (mean squares) of the
between groups divided by the total of the variance within groups to determine the F value
(Plichta et al., 2012).
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The Area of Responsibility variable could not be included in the SEM model used for
Question 4 because it is categorical. The categories were derived by taking the responses from a
question that presented participants with 17 common areas of responsibility for CEMOs (such as
admissions, marketing, financial aid, and advising). Participants were asked to indicate if they
are responsible for, participate with, or have no involvement in each of the 17 areas. I used the
results to develop six categories based on the most popular combinations of responsibilities.
The third research question explored the impacts of mentorship and sponsorship on
CEMO’s morale and job satisfaction. Table 3 shows the analysis matrix for this question.
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Table 3
Question 3 Analysis Matrix
Research Question

Independent

Dependent

Analysis

H1: Does having a mentor
impact a chief enrollment
management officer’s morale?

Mentorship Code Morale subscale
(multi-level
(Scale)
nominal)

ANOVA

Mentorship Code Morale subscale
(multi-level
(Scale)
nominal) X

2-Way
ANOVA

H0: Having a mentor will have
no difference in intention to
stay.
H1: Is there an interaction
between having a mentor and
gender on the chief enrollment
management officer’s morale?
H0: There is no interaction.
H1: Does having a mentor
impact a chief enrollment
management officer’s job
satisfaction?

Gender (2-level
nominal)
Mentorship Code Satisfaction
(multi-level
subscale (Scale)
nominal)

ANOVA

Mentorship Code Satisfaction
(multi-level
subscale (Scale)
nominal) X
Gender (2-level
nominal)

2-Way
ANOVA

H0: Having a mentor will have
no difference in intention to
stay.
H1: Is there an interaction
between having a mentor and
gender on the chief enrollment
management officer’s job
satisfaction?
H0: There is no interaction.
A two-way ANOVA is also appropriate for this analysis because the research question
involves looking for differences in the means of different groups (Plichta et al., 2012). Two-way
ANOVAs should have nominal or ordinal independent variables and a scale independent
variable. In this case, the variable “Mentorship Code” is a categorical variable with four levels:
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never had a mentor or sponsor, had a mentor (but no sponsor), had a sponsor (but no mentor),
and had both a sponsor and mentor. The two-way ANOVA will determine if there is a main
effect from Mentorship Code and whether there is an interaction effect from the intersection of
Mentorship Code and Gender on the mean of the dependent variables (Morale subscale for the
first analysis and Satisfaction subscale for the second analysis).
Research question 4 involved the most substantial analysis techniques. Exploratory
factor analysis, confirmatory factor analysis, and structural equation modeling were used to
identify the impacts of a variety of demographic and work-life factors. Table 4 presents the
analysis matrix for research question four.
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Table 4
Question 4 Analysis Matrix
Research Question

Independent

Dependent

Analysis

H1: Does Rosser and Javinar’s
(2003) conceptual model of
satisfaction, morale, and intent
to leave hold true for chief
enrollment management
officers?

Job Satisfaction
questions (7
items)

Job Satisfaction
latent construct

Exploratory
Factor
Analysis

H0: The model does not result
in latent constructs for morale,
satisfaction, and intention to
stay.
H1: Are there direct and indirect
effects of demographic, work
live, morale, and satisfaction on
intention to stay?
H0: There are no direct or
indirect effects on chief
enrollment management
officer’s intention to stay their
job.

Morale latent
Morale questions construct
(8 items )
Intention to Stay
Intention to Stay latent construct
questions (3
items)
Morale latent
variable
construct

Intention to Stay
latent variable
construct

Confirmatory
Factor
Analysis

Structural
Equation
Modeling

Satisfaction
latent variable
construct
All demographic
variables (Scale
or Dummy)
All work life
subscale
variables (Scale)

The first part of this research question involved the techniques of exploratory factor
analysis (EFA). This research is based on a conceptual model that examines relationships
between the constructs of “morale,” “job satisfaction,” and “intention to stay.” EFA is a way to
reduce and summarize data by looking for intercorrelations between groups of variables (Plichta
et al., 2012). It was used to determine if the items in the survey that were used to measure
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morale, satisfaction, and intent to leave had a strong enough correlation to define the three latent
constructs. Details on the EFA measurements can be found in Chapter 4.
Once the three latent constructs were verified by EFA, a confirmatory factor analysis
(CFA) was conducted to confirm the factor structure from the EFA by measuring the model fit.
This ensured that the model does not have multicollinearity, a problem that can occur when
separate variables are actually measuring the same thing (Kline, 2005).
After establishing the latent constructs, structural equation modeling (SEM) was
performed using AMOS, version 27. SEM is a technique that combines regression, path analysis,
and factor analysis (Fraenkel, 2014) to determine whether the theoretical model holds true for the
data collected in this study. The seven demographic variables and six work-life variables were
added to the model and linked to the latent constructs of job satisfaction, morale, and intent to
stay. The model was evaluated across a set of four fit indexes recommended by Kline (2005): the
normed chi-square (NC), the Steiger-Lind root mean square error of approximation (RMSEA),
the Bentler comparative fit index (CFI), and the standardized root mean square residual (SRMR).
The NC is chi-square divided by degrees of freedom and should be less than three. RMSEA
should be less than one, with values between .05 and .08 indicating reasonable fit. CFI scores
range from zero to one, with good models having a CFI of at least .9. SRMR measures the
differences between the observed and predicted covariances. Ideally, the values would be 0, and
a good model fit can be indicated with SRMR less than .1.
Ethical Considerations
This study had minimal risk to participants. It is non-experimental and participants were
asked to answer one short survey. Participation was voluntary and participants could opt out of
the survey at any point. The potential risk was distress that could have occurred while filling out
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the survey if a participant recalled a mentally anguishing event. All responses have been kept
confidential and data are reported at an aggregate level.
Summary
The knowledge generated from the survey will advance the CEMO profession by
providing insights into the personal experiences of current CEMOs in a way that will be
generalizable for institutions, recruiting agencies, and people currently or aspiring to the CEMO
role. By identifying factors that lead to decreased morale and job satisfaction, leaders in higher
education institutions can make changes and adjustments to the CEMO positions to attract the
best candidates. At the same time, data that reveals high morale and job satisfaction can serve as
a mythbuster to the idea that the role is stressful and not conducive to work-life balance.
Ultimately, the goal is to contribute knowledge that can shape the CEMO position into a highly
desirable role that attracts transformative women leaders. The next chapter will present details of
the survey results and findings.
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Chapter 4: Findings
Introduction
The purpose of this study was to examine the various demographic and work-life factors
that may impact CEMO’s satisfaction, morale, and intention to stay. Based on the literature in
Chapter 2, a survey was constructed using a framework developed for a previous survey of midlevel administrators in higher education (Rosser and Javinar, 2003). The survey for this research
project was distributed to all CEMOs at institutions of higher education in the United States.
This chapter presents the results and findings from the survey. It will begin with an
overview of descriptive statistics for the key demographic variables along with means for worklife subscales. Next, results of the tests for each of the four research questions will be presented,
including the t-tests, analysis of variance tests (ANOVAs), exploratory factor analysis (EFA),
confirmatory factor analysis (CFA), and structural equation modeling (SEM). The chapter will
conclude with a summary of the results.
Data Preparation
A total of 262 participants responded to the online survey. Invitations were sent to 1,622
individuals identified as “directors of enrollment management” in the 2021 Higher Education
Directory database. To ensure that the Higher Education Directory classification was accurate,
the survey began with the following description of the CEMO role:
The person currently serving in a chief enrollment management position is the most
appropriate person to respond to this survey. Examples of titles for this position include
Coordinator for Enrollment Services, Vice President for Enrollment, Associate Vice
President for Enrollment Services, Dean of Enrollment Management and Assistant
Director of Enrollment Services.
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The chief enrollment management position is responsible for developing and
implementing comprehensive strategic enrollment management efforts focused on
retention, recruitment, and admissions. The position often has direct managerial
responsibility and oversight for key enrollment units and enrollment services of the
institution and is responsible for strategies that focus on retention and completion,
recruitment and student success.
The description was followed by the question: “Based on the description above, do you currently
hold the chief enrollment management position at your institution?” Fourteen participants
answered “No” to the question. Branching logic in the survey took them to an exit page and no
data for those fourteen participants were included in the results. An additional 35 respondents
answered some questions but failed to complete the survey. Those incomplete results were
dropped from the analysis. A set of 17 questions captured the areas of responsibility for the
respondents. Upon review of the data, one participant indicated they had no responsibility for
any of the 17 areas. Another participant only had responsibility for Advising. Because these
participants did not have responsibilities that matched the description of CEMO, they were
dropped from the results. The remaining 211 participants answered all or most of the questions
and were included in the final study. This still falls within the guidelines for a large sample size
for SEM modeling (Kline, 2005).
Descriptive Statistics
Demographic Characteristics
A total of 211 responses were analyzed for this study. Comparing the sample to the
population indicates that the sample is representative of CEMOs as a whole, based on the gender,
race and ethnicity, and type of institution. Of the 1,622 CEMOs identified in the Higher
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Education Directory’s database, 51% are men and 49% are women. Among the 211 respondents,
53% were men and 47% were women. For type of institution, 77% of the Higher Education
Directory’s population work at 4-year institutions, while 23% work at other types of institutions
(such as 2-year institution or graduate-only institutions). Within this sample, 80% of respondents
indicated that they work at a 4-year institution and 20% work at other types of institutions. The
Higher Education Directory’s list did not include race and ethnicity, so an estimate of the
population was done by using data from CUPA-HR for all higher education administrative
leaders. This includes top executives, division heads, and deans. Table 5 displays the detailed
results for the comparison between the sample and population. The percentages of respondents
within the categories of gender, race and ethnicity, and type of institution are very close to the
population, allowing for high confidence that the sample is representative of all CEMOs.
Table 5
Comparison of Sample and Population Characteristics
Variable

Category
Total

Sample
211

Population
1,622

Gender

Women
Men

99 (47%)
112 (53%)

795 (49%)
827 (51%)

Race/Ethnicity

White/Caucasian
Black or African American
Hispanic
Asian/Pacific Islander
Other Race/Ethnicity

176 (83%)
11 (5%)
11 (5%)
6 (3%)
7 (4%)

77%
7%
3%
2%
1%

Type of
Institution

4-year institutions
Other institution

168 (80%)
43 (20%)

1,255 (77%)
367 (23%)

Table 6 displays the frequency counts for demographic variables. As noted above, the
gender of the respondents was roughly equal, with 112 men (53%) and 99 woman (47%). The
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majority of the respondents were White/Caucasian (83%), followed by Black or African
American (5%), Hispanic (5%), and 3% each of Asian/Pacific Islander and Multiple Ethnicity.
Unfortunately, the low number of non-White respondents made it difficult to do analysis on each
race and ethnicity. Instead, a variable called “Minority Status” was created. The 35 participants
who indicated a race/ethnicity other than White/Caucasian were tagged as a “1” for minority
status and the remaining 176 participants were coded as a “0.” The median age of the
participants was between 45 and 49 years and 40% of the participants are between the age of 45
and 54 years old (n = 85). Only 33 respondents were under the age of 40 (16%).
The respondents have spent an average of five years in their current position, an average
of nine years at their current institution, and an average of 23 years working in higher education.
For salaries, 69 of the participants reported earning between $150,000 and $199,000 (33%) and
52 participants reported earning $200,000 and above (24.5%). A dummy-coded variable of
“Highest Salary” was created for SEM modeling, with the top 25% of earners ($200K and
above) coded as a “1” (n = 52) and everyone below $200K was coded as a “0” (n = 159). All
references to a salary variable in Question 4 refer to the Highest Salary dummy variable. Most
CEMOs who responded to the survey have earned a graduate degree, with about half earning a
master’s degree and 80 have earned a PhD (37%). About half of the respondents worked in
admissions prior to their CEMO role and the other half was very mixed, with answers ranging
from student services (8%), financial aid (7%), registrar (7%), and other (17%). When
comparing the area worked prior to the age of the respondents, the younger CEMOs mostly came
from an admissions background, while the group with ages between 45 and 54 had the most
diversity in their careers prior to becoming a CEMO. During their careers, 122 respondents
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reported having both a mentor and sponsor at some point (58%) while 50 had only a mentor
(24%), 12 had only a sponsor (5%) and 27 had neither a mentor nor a sponsor (13%).
Table 6
Frequency Counts for Demographic Variables (N = 211)
Variable
Gender
Race/Ethnicity

Age

Salary

Category

N

%

Women
Men

99
112

47
53

American Indian or Alaskan Native
Asian/Pacific Islander
Black or African American
Hispanic
Multiple Ethnicity
White/Caucasian

1
6
11
11
6
176

0.5
2.8
5.2
5.2
2.8
83.4

Less than 35
35-39
40-44
45-49
50-54
55-59
60 or Older

8
25
36
40
44
26
32

3.8
11.8
17.1
19.0
20.9
12.3
15.2

3
13
24
27
23
39
30
19
10
10
3
10

1.4
6.2
11.4
12.8
10.9
18.5
14.2
9.0
4.7
4.7
1.4
4.7

1
11
114
80
5

0.5
5.2
54.0
37.9
2.4

Did Not Answer
Below $75K
Between $75K-$99K
Between $100K-$124K
Between $125K-$149K
Between $150K-$174K
Between $175K-$199K
Between $200K-$224K
Between $225K-$249K
Between $250K-$274K
Between $275K-$299K
Greater than $300K
Highest Level of Education
Did Not Answer
Bachelor Degree
Master Degree
Doctoral Degree
Other
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Table 6 continued
Variable

Category

What area did you work before your CEMO position?
Admissions/Recruiting
Student Services
Enrollment Services
Financial Aid
Advising
Registrar
Faculty
Other
Mentorship Status
None
Mentor Only
Sponsor Only
Both

N

%

108
17
11
15
8
14
3
35

51.2
8.1
5.2
7.1
3.8
6.6
1.4
16.6

27
50
12
122

12.8
23.7
5.7
57.8

Leadership Style
A final demographic characteristic that was used in the statistical analyses is the
participant’s leadership score. Participants responded to seven questions asking about their
leadership beliefs. Each question contained two statements and participants were asked to select
the response that best reflected their opinion about leadership beliefs, dispositions, and actions.
For example, one of the questions was “A good leader strives to…” with the options of “ensure
that the organization runs efficiently” or “ensure an equitable experience for everyone within the
organization.” The leadership questions used in this instrument were selected from a
questionnaire developed by Carolyn Shields (2020) to identify how much a respondent’s beliefs
and practices align to principles of Transformative Leadership. Participant’s answers were scored
using Shield’s scoring guide which awarded two points for each question if the respondent
selected the answer aligning to transformative leadership principles and zero points if the other
option was selected. Some participants did not response to all the leadership questions, so in
addition to the total score, a Leadership Score Percent was calculated by taking the respondent’s
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score and dividing it by the total possible score for all questions answered. Participants who
answered all questions would have their total score divided by fourteen (the maximum amount of
points) where as participants who only answered six questions would have their total score
divided by twelve. This created a Leadership Score Percent value between zero and one, with
scores closer to one indicating more propensity for transformative leadership. Table 7 shows the
mean, median, mode, and standard deviation scores for the Leadership Score Percent variable.
Table 7
Descriptive Statistics for Leadership Scores
Variable
Leadership Score Percent

N
211

Mean
.581

Median
.571

Mode
.714

Std. Deviation
.175

Institutional Profile
In addition to demographic variables, information was collected about the respondent’s
institution, work environment, and areas of responsibility. About half of the respondents work at
public institutions (56%), while 90 work at private not-for-profit institutions (43%) and three are
at private, proprietary institutions (1%). The institutions range in size from a small private
institution of 100 students to a large public institution with 90,000 students. The median size is
5,000 students and the mean number of students is 10,740. About half of the institutions are
located in a suburban location (52%) while 53 are in urban areas (25%), 33 are in rural areas
(16%), and 15 have campuses in multiple locations (7%).
Area of Responsibility
When asked to indicate their areas of responsibility, it is clear that the structure of the
CEMO role varies widely across institutions. The survey instrument presented respondents with
17 different administrative areas spanning administrative and academic departments that exist at
a typical university. The 17 areas included: new student recruitment, admissions, marketing,
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financial aid, bursar, registrar, institutional research, career services, student affairs/dean of
students office, orientation/new student programs, academic advising, retention/student success
programs, international student recruitment, international student admissions, international
student services, veteran’s services, and mental health services. For each of the 17 areas,
respondents were asked to identify if they had direct oversight of the area (“responsible for”),
work closely with the area but no direct oversight (“participate in”), or if they have no
involvement with the area (“no involvement”). The responses resulted in 198 different
combinations of responsibilities for the 211 participants. When looking at only the “Responsible
For” areas, there were 136 different combinations. To narrow down the responses to a
manageable set of categories, two of the areas were dropped due to low numbers of respondents
indicating “Responsible For”: institutional research (n = 11) and bursar (n = 16). The
International Recruiting and International Admissions categories were combined to create a
single category for Recruiting/Admissions. This resulted in 55 different combinations for areas
of responsibility. To further refine the categories, I focused on the most common areas, which
were Recruiting/Admission (n = 208), Financial Aid (n = 176), and Registrar (n = 99). The
remaining areas of Orientation/New Student Programs, Career Services, Student Affairs/Dean of
Students, Academic Advising, Retention/Student Success Programs, International Student
Services, Veteran’s Services, and Mental Health Services were grouped them into a single
category called “Student Support Services.” Respondents who answered “Responsible For” in
one or more of those categories was assigned to the generic Student Support Services category (n
= 108). The survey included a free response question asking about additional areas of
responsibility. There were 68 additional areas indicated by participants, including housing, precollege programming, testing services, disability services, information technology, development,
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and athletics. The most common response was One Stop or Enrollment Services (n = 14), which
is an emerging model for providing a single point-of-contact for students to help them navigate
the bureaucracy of higher education institutions, such as questions about financial aid,
scholarships, transfer credits, registration, or bills. This group was added to the Student Support
Services category as well as four other respondents based on their freeform answers.
The final result was six different categories for Area of Responsibility. The categories
describing their key functions: Spanners, Promoters, Supporters, Organizers, Misc‒no student
services, and Misc‒with student services. The largest category is Spanners (n = 60). These
CEMOs have responsibility for Recruiting and/or Admissions, Financial Aid, Registrar, and at
least one other area of Student Support Services. The category of Promoters (n = 47) have
responsibility for Recruiting and/or Admissions and Financial Aid and their role is to showcase
the institution to potential students and set policies for how financial aid will be distributed.
Similar to Promoters, Supporters (n = 40) oversee Recruiting and/or Admissions, Financial Aid,
and at least one other area of Student Support Services. Organizers (n = 29) oversee all the key
administrative areas of: Recruiting and/or Admissions, Financial Aid, and Registrar. They are
more likely focused on data and policies while their colleagues handle student support services.
The final two categories are made up of other miscellaneous combinations, but have been split
into Misc‒no student support (n = 17) and Misc‒with student support services (n = 18). None of
these CEMOs have financial aid responsibilities and they have a narrower focus of just one or
two areas. The categories are roughly equal for men and women. More men fall into the category
of “Promoters” (68%) while more women fall into the “Organizers” category (59%). When
considering all the groups that include student support services, 61% of women oversee at least
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one area of student support services, while only 51% of men have oversight of at least one
student support service.
When asked to whom they report, over half (56%) report directly to their institution’s
president, chancellor, or other chief executive. Another 42 (20%) report to the provost or chief
academic officer and 34 (16%) report to their institution’s vice president or vice chancellor. This
demonstrates the high-level nature of the CEMO role at most institutions.
Institutional Goals
A 2018 survey by the executive recruiting firm Witt/Kiefer found that many CEMOs face
heavy workloads, high stress, and often unreal expectations (Crutchfield, 2018). To understand
more about respondents’ individual experiences, they were asked four questions about their
ability to manage the goals and expectations set by their institution’s leaders. The questions were
intended to differentiate the experiences of CEMOs at selective institutions, which receive many
more applications each year than spaces for the incoming class of students versus less selective
institutions that may experience challenges enrolling enough students. On a 5-point scale ranging
from very difficult (1) to very easy (5), nearly 80% reported that it is somewhat difficult or
difficult to enroll enough students, and 67% reported that it is somewhat difficult or difficult to
enroll the right type of students in a typical year. The right type of students refers to the specific
enrollment goals that an institution may have for racial diversity, geographical diversity, ability
to pay, etc. Finally, respondents were asked about their institution’s enrollment goals on a 5point scale ranging from never (1) to always (5). When asked if their institution’s enrollment
goals make their job manageable, about 65% indicated that their job is manageable about half the
time or most of the time. When asked if their enrollment goals can be accomplished with the
resources available to them, about 40% responded never or sometimes, while about 58%
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indicated about half of the time or most of the time. The combination of all four responses to the
goals created a Goals Subscale variable that tested with high reliability using Cronbach’s alpha
(.702). The mean Goals Subscale score is 2.59 with standard deviation of .73. A summary of the
frequency counts for institutional variables is shown in Table 8.
Table 8
Frequency Counts for Institutional Variables (N = 211)
Variable

Category

N

Classification of Institution
Private, proprietary
3
Private, not-for-profit
90
Public
118
Type of Institution
2-year degrees offered
35
2-year and 4-year degrees offered
2
Only 4-year (undergraduate) degrees offered
27
Only Graduate/Professional degrees offered
8
Undergraduate, Graduate, and Professional degrees offered
139
Campus Location
Rural
33
Suburban
110
Urban
53
Multiple Locations
15
Areas of Responsibility
Spanners
60
Promoters
47
Supporters
40
Organizers
29
Other Supporters
18
Other Organizers
17
Who do you report to?
Chief Executive (President, Chancellor)
117
Chief Student Affairs Officer
8
provost/Chief Academic Officer
9
Vice President/Vice Chancellor
42
Other
34
How difficult is it to enroll enough students to meet your institution’s enrollment goals?
Very Difficult
47
Somewhat Difficult
118
Neutral
24
Somewhat Easy
19

%
1.4
42.7
55.9
16.6
0.9
12.8
3.8
65.9
15.6
52.1
25.1
7.1
28.4
22.3
19.0
13.7
8.5
8.5
55.5
3.8
4.3
19.9
16.1
22.3
55.9
11.4
9.0
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Table 8 continued
Variable

Category

N

%

Very Easy
2
0.9
Did not answer
1
0.5
How difficult is it to enroll the right type of students to meet your institution’s goals?
Very Difficult
43 20.4
Somewhat Difficult
98 46.4
Neutral
41 19.4
Somewhat Easy
23 10.9
Very Easy
5
2.4
Did not answer
1
0.5
Do you feel that your institution’s enrollment goals make your job manageable?
Never
17
8.1
Sometimes
53 25.1
About half of the time
37 17.5
Most of the time
100 47.4
Always
4
1.9
Do you feel that your institution’s goals can be accomplished with the resources available?
Never
22 10.4
Sometimes
64 30.3
About half of the time
46 21.8
Most of the time
76 36.0
Always
3
1.4

Work-Life Variables
Five scale variables were created to measure the respondent’s attitudes about their work
environment: Career Support, Recognition, Discrimination, Working Condition, and
Compliance. The five categories aligned the same questions used by Rosser and Javinar in their
2003 study to each work-life category. In the 2003 study, Rosser and Javinar performed a
principle components factor analysis on a series of work-life questions, which resulted in their
categories. This study opted to use the same categorization, rather than conducting a new factor
analysis, which could have resulted in new categories. Using the original alignment of questions
to categories allows for consistent comparisons between the two studies. Tests were performed to
measure the reliability of each scale variable based on the answers to the corresponding observed
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Likert scale items. The reliability for each of the variables was tested using Cronbach’s α
reliability coefficients, which is an appropriate test for instruments that are only administered
once (Wallen & Fraenkel, 2000). The α values ranged from .665 for Working Conditions to .876
for the Recognition scale. The means, standard deviations, ranges, and α values for each subscale
variable are listed in Table 9.
Table 9
Summary Measures for Work-Life Variables
Scale Variable

Number of Items

α

M

SD

Min

Max

Career Support

7

.780

3.86

.62

2.29

5.00

Recognition

9

.876

4.09

.68

1.67

5.00

Discrimination

9

.834

1.88

.68

1.00

3.67

Working Conditions

6

.665

3.94

.58

2.33

5.00

Compliance

5

.686

3.53

.67

2.33

5.00

Results show that respondents generally feel supported and recognized for their
competence. Details on the median for each item can be found in Table 10. Averages for their
working conditions show that respondents are mostly satisfied with the benefits they receive and
the resources available to them from their institutions. The respondents also consistently agreed
that federal, state, and other mandates and procedures do not impact their effectiveness, although
a t-test shows that there are significant differences based on the type of institution. The 93
respondents from public institutions (M = 3.76) were more likely to feel hampered by
compliance issues than the 118 respondents from private institutions (M = 3.23) with
t(209) = -6.206, p < .001.
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Scores for items related to discrimination are reversed, with low values indicating that the
respondents disagree that they have experienced various types of discrimination while high
scores are in agreement that they have experienced discrimination. Thirty-three (16%) of the
respondents averaged a score of 1 for discrimination, indicating that they strongly disagree to
experiencing any form of discrimination. Among this group of respondents, 20 (60%) of the
respondents were men and 13 (40%) were women. Twenty-nine of the 33 respondents who
experienced no discrimination identified as Caucasian/White while only four of the minority
respondents report no discrimination. The t-tests showed significant differences in the
discrimination scores when looking at gender and minority status. The 99 women (M = 2.04)
were more likely to report experiencing discrimination than the 112 men (M = 1.74) with t(185.6) =
3.175, p < .01. Similarly, the 35 minorities (M = 2.13) were more likely to report experiencing
discrimination than the 176 Caucasian/white respondents (M = 1.82) with t(42.3) = -2.045, p < .05.
Table 10 shows the mean scores for each of the work-life items.
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Table 10
Mean Scores of Work-Life Items
Item Text
Career Support Items:

Mean
3.86

SD
.62

I am given support for professional activities.

4.22

.84

I have opportunities for career development.

3.99

.96

The hiring practices in my unit are fair.

4.34

.76

There are clear performance criteria outlined for my job.

3.87

.99

The workload distribution in my unit is fair.

3.53

.97

I have the opportunity to be promoted at my institution.

2.96

1.3

The process for hiring external candidates is fair.

4.13

.84

Recognition for Competence:

4.09

.68

I am given recognition for my contributions.

4.05

.90

I am given recognition for my expertise.

4.01

.96

There is sufficient guidance from my boss.

3.74

1.14

I feel a high degree of trust from my boss.

4.11

1.03

I receive feedback on my performance.

3.83

1.05

I have the authority to make decisions.

4.33

.79

I have a positive relationship with senior cabinet members.

4.34

.80

There is strong leadership at my institution.

3.93

1.09

I feel the pressure to perform.

4.45

.83

Discrimination
I have experienced racial/ethnic stereotyping at my institution.

1.88
2.12

.68
1.26
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Item Text

Mean

SD

I have experienced racial/ethnic harassment at my institution.

1.59

.79

I have experienced racial/ethnic discrimination at my institution.

1.66

.88

I have experienced gender stereotyping at my institution.

2.62

1.34

I have experienced sexual harassment at my institution.

1.56

.87

I have experienced discrimination at my institution based upon my
gender.
I have experienced stereotyping at my institution based on my age.

1.93

1.13

2.17

1.23

I have experienced harassment based upon my age.

1.55

.81

I have experienced discrimination based upon my age.

1.71

.98

Table 10 Continued

Working Conditions

3.94

.58

My unit receives adequate resources.

3.27

1.16

The reputation of my institution with the public is an asset to me.

3.84

.99

I am satisfied with my salary.

3.59

1.07

My physical work environment is adequate.

4.26

.80

My access to parking is adequate.

4.51

.70

Benefits and retirement plans meet my expectations.

4.15

.92

Compliance

3.53

.67

Federal government mandates increase my workload.

3.78

1.05

Compliance with state policies and procedures affects my workload.

3.90

.98

Bureaucratic red tape hampers my effectiveness.

3.63

1.05

Program reviews increase my unit’s effectiveness.

3.23

.96

Budget reviews increase my unit’s effectiveness.

3.10

.98

77
Satisfaction, Morale, and Intention to Stay
Satisfaction, Morale, and Intention to Stay are the three dependent variables used in the
research questions. The Satisfaction Scale was comprised of seven Likert-scale items related to
the respondent’s feelings about their CEMO position. The Morale Scale consisted of eight
Likert-scale items asking about the respondent’s feelings about their work environment. The
instrument concluded with three questions asking the respondent to estimate how long they plan
to remain in their current position, at their current institution (but in a different position) and how
long they plan to remain in higher education. These questions had a scale of less than a year, 1-3
years, 4 or more years, and unknown. The responses were rearranged for scoring to replicate a
scale with very likely to leave at one end and not at all likely to leave at the other end. This
resulted in a score that awarded 1 point to less than a year, 2 points to 1-3 years, 3 points to
unknown, and 4 points to 4 or more years. The results show that only 40% of current CEMOs
plan to be in their current position for four or more years. Nearly 40% plan to leave within three
years and about 20% are unknown or undecided. These findings are similar to the results of the
2020 AACRAO Career Profile report, which found 50% of CEMOs planned to make a career
move within three years, 22% plan to stay for four or more years, and 27% are undecided. When
it comes to staying in higher education, about 75% plan to remain in a position within higher
education for four or more years. This indicates that many of those who are planning to leave
their current position want to stay in higher education and are likely anticipating either finding a
CEMO role at another institution or moving to a different type of position. Frequency counts for
the intention to stay variables can be found in Table 11.
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Table 11
Frequency Counts for Intention to Stay Variables
Variable
Intention to Stay in Current Position:

Intention to Stay at Current Institution:

Intention to Stay in Higher Education:

Category

N

%

Less than 1 year
1 to 3 years
4 or more years
Unknown

21
61
84
45

10.0
28.9
39.8
21.3

Less than 1 year
1 to 3 years
4 or more years
Unknown

19
61
82
49

9.0
28.9
38.9
23.2

Less than 1 year
1 to 3 years
4 or more years
Unknown

2
13
160
36

0.9
6.2
75.8
17.1

Exploratory Factor Analysis
The observed items for satisfaction, morale, and intention to stay were used to create
latent constructs for the proposed conceptual model. Exploratory factor analysis (EFA) was
performed using SPSS version 27. A check for skew found that all values were acceptable, with
values between -3 and 3. The kertosis values were slightly higher for a few of the variables, but
all were less than 5. Both skew and kertosis fall within Kline’s (2005) acceptable levels of less
than 3 for skew and less than 10 for kertosis. The EFA used the maximum likelihood extraction
method with Promax rotation. Three Satisfaction items were dropped from the model, along with
one Intention item (Intention to Stay in Higher Education) due to low loadings. The final model,
shown in Table 12, resulted in three factors explaining 63.8% of the variance.
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Table 12
Pattern Matrix

1
I enjoy working in my position.
I have input in deciding matters that affect my work.
I have a great deal of freedom on the job.
I have the trust and confidence of my colleagues.
I am loyal to the institution.
My institution is a good place to work.
I am committed to this institution.
The institution values its employees.
There is a sense of common purpose at my institution.
This institution cares about its employees.
This institution is fair to its employees.
I am proud to work for this institution.
How long do you plan to stay at your current position?
How long do you plan to stay at your current institution?
Note. Extraction Method: Maximum Likelihood.
Rotation Method: Promax with Kaiser Normalization.
Rotation converged in 4 iterations.

.636
.850
.699
.864
.700
.788
.826
.900

Factor
2
.582
.847
.878
.522

3

.990
.763

CFA was conducted in AMOS, version 27 to further test the fit of the latent variables.
The model fit was appropriate, with the following model fit indices: NC = 1.89, RMSEA = .065,
CFI = .967, and SRMR = .0417. Figure 3 shows the final CFA model with standardized
estimates.
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Figure 3
Final CFA Model with Standardized Estimates

Subscales for Job Satisfaction, Morale, and Intention to Stay were created based on the
items that loaded to each factor. Satisfaction and Morale scores were based on a 5-point Likert
scale, ranging from strongly agree (5) to strongly disagree (1). The mean Satisfaction subscale
score is 4.33 when averaging the scores for the four Satisfaction items that loaded to Factor 2
above. The mean Morale score was 4.13 when averaging the eight Morale items that loaded to
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Factor 1. This shows that the overall Satisfaction and Morale is quite high, averaging between
agree and strongly agree for most of the questions. The Intention to Stay subscale is an average
of the two items above that loaded to Factor 3. These items used a different scale, based on four
points. A score of 2.91 translates into an Intention to Stay that is somewhere between 1 to 3 years
but less than 4 years. Table 13 shows the mean, standard deviation, and Cronbach’s alpha for the
Satisfaction, Morale, and Intention to Stay variables.
Table 13
Latent Variable Subscale Scores
Latent Variable

# of items

M

SD

α

Satisfaction

4

4.33

.58

.830

Morale

8

4.13

.68

.926

Intention to Stay

2

2.91

.96

.859

Satisfaction, Morale, and Intention to Stay for Demographic Variables
The EFA described above allowed for the creation of subscale scores for Satisfaction,
Morale, and Intention to Stay for each respondent. These scores were used to perform further
breakdown of Satisfaction, Morale, and Intention to Stay for each of the eight demographic
variables addressed by the research questions: Gender, Race, and Ethnicity, Years in Position,
Salary, Type of Institution, Area of Responsibility, Transformative Leadership Score, and
Mentorship. This is a preliminary step to explore each of the variables prior to the t-tests,
ANOVAs, and SEM.
Gender. Calculating individual Satisfaction, Morale, and Intention to Stay scores
separately for men and women found that women had higher scores for all three variables. The
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scores for men were below the overall average for each. The breakdown of satisfaction, morale,
and intention to stay scores by gender can be found in Table 14. Additional analysis by gender
will be described in Research Question 1 below.
Table 14
Satisfaction, Morale, and Intention to Stay Scores by Gender
Value

N

Satisfaction
M (SD)

Morale
M (SD)

Intention to Stay
M (SD)

Women

99

4.36 (.53)

4.16 (.65)

2.94 (.96)

Men

112

4.30 (.62)

4.10 (.71)

2.89.97)

Race and Ethnicity. The respondents to the survey were overwhelmingly White (83%)
so most of the analysis for this research project will consolidate all the non-White participants
into a single category representing underrepresented minorities. However, breakdowns by each
category are presented in Table 15 to allow for review of the average Satisfaction, Morale, and
Intention to Stay scores for each race and ethnicity category. Asian/Pacific Islander respondents
and respondents in the Other/Multiple Ethnicity category averaged higher Satisfaction scores
than White, Black, or Hispanic respondents. White and Asian/Pacific Islander respondents had
higher average Morale scores. Black and Asian/Pacific Islander respondents were more likely to
be undecided about their intention to stay, while Hispanic and Other/Multiple Ethnicity
respondents averaged an intention to stay within one to three years.
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Table 15
Satisfaction, Morale, and Intention Scores by Race and Ethnicity
Value

N

Satisfaction

Morale

Intention to Stay

M (SD)

M (SD)

M (SD)

White/Caucasian

176

4.32 (.59)

4.14 (.70)

2.93 (.97)

Black or African American

11

4.29 (.54)

4.01 (.48)

3.00 (1.02)

Hispanic

11

4.27 (.57)

4.08 (.47)

2.68 (.87)

Asian/Pacific Islander

6

4.5 (.56)

4.21 (.75)

3.33 (.61)

Other/Multiple Ethnicity

7

4.34 (.49)

3.84 (.86)

2.36 (.94)

Years in Position. Years in Position is a continuous variable, with the respondents
spending an average of 5 years in their current positions. When divided into categories of “less
than five years” and “five years or more,” the respondents with at least five years had higher
average scores for satisfaction and morale. However, the respondents with less than five years
were more likely to stay in their current role than those with more years in their current position.
Results are shown in Table 16. In addition to reviewing the averages for the two categories,
correlations were performed between the years in current position and satisfaction subscale,
morale subscale, and intention to stay subscale. There is a weak but significant positive
relationship between Years In Position and Satisfaction with r(211) = .183, p < .01. There is also a
weak but significant positive relationship between Years in Position and Morale, with r(211) =
.151, p < .05. There is not a significant correlation between Years in Position and Intention to
Stay scores.
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Table 16
Satisfaction, Morale, and Intention Scores by Years in Position
Value

N

Satisfaction
M (SD)

Morale
M (SD)

Intention to Stay
M (SD)

Less than 5 years in current position

143

4.27 (.62)

4.08 (.71)

2.92 (.97)

5 or more years in current position

83

4.41 (.47)

4.20 (.63)

2.80 (.98)

Salary. Salary data were collected as a categorical variable, and full results of the
average Satisfaction, Morale, and Intention to Stay scores by salary band can be found in Table
17. Respondents in the lowest salary band, with salaries below $75K had higher than average
Satisfaction and Morale scores. The 13 respondents in this band were also more likely to stay in
their position. The group with the highest average Satisfaction and Morale are those in the
$250K to $274,999 salary band. They also had a higher than average score for Intention to Stay.
The ten respondents in the highest salary band ($300K and above) had lower-than-average scores
for Satisfaction, Morale, and Intention to Stay.
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Table 17
Satisfaction, Morale, and Intention Scores by Salary
Value

N

Satisfaction

Morale

Intention to Stay

M (SD)

M (SD)

M (SD)

Did Not Answer

3

4.27 (.46)

4.38 (.57)

3.83 (.29)

Below $75K

13

4.43 (.46)

4.28 (.63)

3.04 (.88)

Between $75K-$99K

24

4.28 (.57)

3.93 (.67)

2.92 (1.05)

Between $100K-$124,999

27

4.33 (.59)

4.21 (.66)

2.76 (.89)

Between $125K-$149K

23

4.33 (.54)

4.08 (.74)

2.96 (1.03)

Between $150K-$174,999

39

4.40 (.54)

4.32 (.67)

3.08 (1.00)

Between $175K-$199,999

30

4.25 (.63)

3.75 (.76)

2.92 (.99)

Between $200K-$224,999

19

4.34 (.53)

4.09 (.62)

2.82 (1.02)

Between $225K-$249,999

10

4.06 (1.15)

4.38 (.62)

2.75 (.92)

Between $250-$274,999

10

4.64 (.36)

4.38 (.49)

3.05 (.90)

Between $275K-$299,999

3

4.07 (.12)

4.21 (.71)

2.50 (1.5)

$300K and above

10

4.24 (.41)

4.11 (.55)

2.50 (.71)

Type of Institution. The majority of the respondents work at public or private, not-forprofit institutions. However, the three respondents from private, for-profit institutions had the
highest average Satisfaction and Morale scores and were the least likely to leave their position or
institution. Results for all three groups can be found in Table 18. Those working at a private, notfor-profit institution had the lowest average Satisfaction and Morale scores and are the most
likely to leave their position, although they also had a standard deviation of over one point,
indicating that this group had responses ranging across the spectrum of answers.
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Table 18
Satisfaction, Morale, and Intention Scores by Type of Institution
Value

N

Satisfaction
M (SD)

Morale
M (SD)

Intention to Stay
M (SD)

Private, proprietary

3

4.40 (.53)

4.67 (.26)

2.83 (.76)

Private, not-for-profit

90

4.31 (.58)

4.06 (.74)

2.81 (1.02)

Public

118

4.33 (.58)

4.13 (.63)

3.00 (.92)

Area of Responsibility. The Area of Responsibility categories were derived by
examining each respondent’s level of responsibility across 17 common departments in higher
education institutions, such as Admissions, Financial Aid, Advising, Career Services, and
Registrar Services. The responsibilities were narrowed into six different categories, shown in
Table 19. More analysis on this variable can be found in Research Question 2 below. Reviewing
the average Satisfaction, Morale, and Intention to Stay scores for the six categories reveals that
CEMOs in the “Miscellaneous without Student Services Responsibilities” have the highest
Satisfaction and Morale scores and are the least likely to leave. This group has responsibility for
Recruiting and/or Admissions and one or two other areas, but no responsibility for Financial Aid
or any offices with direct responsibility for Student Support Services. Student Support Services
includes Orientation/New Student Programs, Career Services, Student Affairs/Dean of Students,
Academic Advising, Retention/Student Success Programs, International Student Services,
Veteran’s Services, and Mental Health Services. The group labeled “Supporters” have the lowest
average Satisfaction and Morale scores and are the most likely to leave within three years.
Supporters have responsibility for Recruiting and/or Admissions, Financial Aid, and at least one
Student Support Services area. All of the categories that include responsibilities for Financial
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Aid have lower than average Satisfaction scores. In addition, they all have lower than average
Morale scores with the exception of Organizers, who have an average Morale score that is equal
to the average of all CEMOs.
Table 19
Satisfaction, Morale, and Intention Scores by Area of Responsibility
Value

N

Satisfaction
M (SD)

Morale
M (SD)

Intention to Stay
M (SD)

Spanners

60

4.31 (.66)

4.11 (.72)

2.92 (.93)

Promoters

47

4.31 (.53)

4.11 (.67)

2.95 (1.01)

Supporters

40

4.26 (.65)

4.07 (.75)

2.66 (1.03)

Organizers

29

4.32 (.53)

4.13 (.61)

3.07 (.93)

Misc-No Student Services

18

4.54 (.44)

4.30 (.58)

3.19 (.93)

Misc-With Student Services

17

4.33 (.45)

4.15 (.68)

2.85 (.86)

Transformative Leadership Score. Each respondent received a transformative
leadership percentile score, which is a continuous variable ranging from zero to one. Scores were
based on answers to seven statements describing leadership qualities, with scores of zero
meaning that the respondent indicated no transformative leadership qualities based on responses
to the questions, while a score of one indicated that the respondent had answers tending towards
transformative leadership. The average transformative leadership percentile score was M = .581
(SD = .18), showing that CEMOs tend slightly more towards transformative leadership practices.
When divided into categories of “less transformative” (transformative leadership percentile score
of .5 or less) and “more transformative” (transformative leadership percentile score higher than
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.5), the respondents who are less transformative have higher average scores for satisfaction and
morale. However, these respondents are less likely to stay in their current role than those who are
more transformative. Results are shown in Table 20. In addition to reviewing the averages for
the two categories, correlations were performed between the transformative leadership score
percentile and satisfaction subscale, morale subscale, and intention to stay subscale. None of the
correlations were significant. The correlation with Satisfaction was r(211) = -.060, p = .383, while
the correlation with Morale was r(211) = -.087, p = 206 and the correlation with Intention to Stay
was r(211) = .035, p = .610.
Table 20
Satisfaction, Morale, and Intention Scores by Transformative Leadership Style
Value
Less transformative leadership
practices (score of .5 or less)
More transformative leadership
practices (score higher than .5)

N

Satisfaction
M (SD)

Morale
M (SD)

Intention to Stay
M (SD)

66

4.39 (.48)

4.22 (.6)

2.84 (.86)

145

4.30 (.62)

4.09 (.71)

2.95 (1.01)

Mentorship and Sponsorship. Respondents were asked to indicate if they ever had a
mentor and if they ever had a sponsor. Those responses were combined to create a “Mentorship
Code” field with categories of “Never had a mentor/sponsor,” “Only Mentor,” “Only Sponsor,”
and “Both a Mentor and Sponsor.” Average scores for each group are displayed in Table 21.
Respondents who had a mentor and sponsor have the highest average satisfaction and morale
scores, as well as being more likely to stay in their position. Respondents who never had a
mentor or sponsor or only had a mentor had lower than average Satisfaction and Morale scores
and are more likely to leave within three years. Additional analysis by mentorship code will be
described in Research Question 3 below.
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Table 21
Satisfaction, Morale, Intention Scores by Mentorship Level
Value

N

Satisfaction
M (SD)

Morale
M (SD)

Intention to Stay
M (SD)

Never had mentor/sponsor

27

4.21 (.59)

3.90 (.91)

2.65 (1.12)

Just had a mentor

50

4.26 (.69)

4.06 (.53)

2.67 (.96)

Just had a sponsor

12

4.27 (.69)

4.15 (.89)

3.08 (.90)

Had mentor & sponsor

122

4.38 (.58)

4.20 (.65)

3.06 (.911)

Satisfaction, Morale, and Intention to Stay for Work-Life Variables
The six work-life variables were all created as subscales of a set of related items. Five of
the items use a set of pre-defined items that mirror the items used in Rosser and Javinar’s (2003)
similar study of mid-level professionals in higher education administrative roles. The last
variable, “Ability to Meet Goals,” was created from four items asking about the respondent’s
ability to meet recruitment and enrollment goals based on provided resources. Table 22 shows
the correlation calculations for Job Satisfaction, Morale, and Intention to Stay for each of the
work-life subscale values.
Results of the correlation calculations indicate significant correlations among many of the
work-life variables. Job Satisfaction was significantly correlated with all of the work-life
variables except Compliance. The relationship between Job Satisfaction and Career Support and
Job Satisfaction and Recognition for Competence is positive and substantially correlated for both
variables. Correlation between Job Satisfaction and Working Conditions and Job Satisfaction and
Ability to Meet Goals was also positively correlated with a moderate significant relationship.
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Those who experienced incidents of stereotyping, harassment, or discrimination were negatively
correlated with Job Satisfaction with a weak significant relationship.
Morale was significantly correlated with all of the work-life variables. Career Support,
Recognition for Competence, and Working Conditions all had a strong, positive relationship with
Morale. Stress related to Compliance and Ability to Meet Goals were positively related to
Morale with a moderate relationship. Experiencing Discrimination was negatively related to
Morale with a weak relationship.
The correlations between the work-life variables and Intention to Stay were not as strong
as the associations between Job Satisfaction and Morale. Career Support and Recognition for
Competence have a moderate positive relationship to Intention to Stay, meaning that respondents
who feel supported and recognized are more likely to stay in their current position. Working
Conditions and Ability to Meet Goals had a weak positive relationship to Intention to Stay.
Experiencing Discrimination and Stress related to Compliance were not significantly correlated
with Intention to Stay.
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Table 22
Correlation Coefficients for Work-Life Variables
Value

Satisfaction

Morale

Intention to Stay

Career Support

.511**

.708**

.325**

Recognition for Competence

.578**

.791**

.349**

Discrimination

-.188*

-.227**

-.101

Working Conditions

.388**

.569**

.225**

.127

.227**

.117

.366**

.336**

.168*

Compliance
Meeting Goals

Note. The table displays the Pearson correlation coefficients (r value) for each calculation.
* indicates significance at p < .05.
** indicates significance at p < .001.
Research Question 1
The first research question breaks out the three latent variables (Job Satisfaction, Morale,
and Intention to Stay) to examine any differences by gender. For Job Satisfaction, women
responded with higher average agreement to most of the individual items. The one exception is
the statement “I have a great deal of freedom on the job.” Women were slightly less likely to
agree to that statement. Details on all the items can be found in Table 23.
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Table 23
Job Satisfaction Items by Gender
Satisfaction Items

All

Women

I enjoy working in my position.

4.33 (.72)

4.43 (.69)

I have input in deciding matters that affect my work.

4.44 (.69)

4.45 (.66)

I have a great deal of freedom on the job.

4.39 (.77)

4.34 (.66)

I have the trust and confidence of my colleagues.

4.35 (.76)

4.38 (.71)

I am satisfied with the work and responsibilities I have.

4.12 (.81)

4.17 (.81)

Satisfaction Subscale Scores

4.33 (.58)

4.36 (.53)

The subscale scores were used to perform a t-test to determine if there are significant
differences between the Job Satisfaction scores between men and women. A t-test was
appropriate for this analysis because the research question involved a comparison of mean scores
to determine whether the difference between the two means is statistically significant. The t-test
is used for comparing the means of an interval or ratio variable between a dichotomous
categorical grouping variable (Plichta et al., 2012). Specifically, the independent t-test was
selected because the respondents can only be in one of the two groups. The participants are either
women or men and for the purposes of this study, it is impossible for a participant to be in both
groups.
Levene’s test for equality of variances resulted in p > .05 so the values for equal
variances assumed was used. Results show can be found in Table 24 and show that the
differences are not significant, with t(209) = .764, p = .446. The difference in Job Satisfaction
scores between Men (M = 4.30) and Women (M = 4.36) is not significantly different.
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Table 24
Independent Samples Test for Job Satisfaction and Gender
Levene's Test for
Equality of Variances

Sat

Equal variances
assumed

F

.268

Sig.
.605

t-test for Equality of Means

t
.764

df
209

Sig. (2Mean
Std. Error
tailed)
Difference Difference
.446
.06115
.08007

95% Confidence
Interval of the
Difference
Lower
Upper
-.09671
.21900

Examining the responses to the Morale items found that women also responded with
higher average agreement to all but one of the individual items. The item with lower average
agreement was “This institution is fair to its employees.” Women were slightly less likely to
agree to that statement. Details on all the items can be found in Table 25.
Table 25
Morale Items by Gender
Morale Items

All

Women

I am loyal to the institution.

4.37 (.79)

4.41 (.71)

My institution is a good place to work.

4.18 (.87)

4.23 (.83)

I am committed to this institution.

4.31 (.81)

4.37 (.78)

This institution values its employees.

3.92 (.91)

3.93 (.90)

There is a sense of common purpose at my institution.

3.96 (.93)

4.02 (.93)

This institution cares about its employees.

4.02 (.80)

4.05 (.84)

This institution is fair to its employees.

3.89 (.88)

3.85 (.91)

I am proud to work for this institution.

4.35 (.73)

4.38 (.74)

Morale Subscale Scores

4.13 (.68)

4.16 (.68)
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The subscale scores were used to perform a t-test to determine if there are significant
differences between the Morale scores of men and women. Levene’s test for equality of
variances resulted in p > .05 so the values for equal variances assumed was used. Results show
that the differences are not significant, with t(209) = .608, p = .544. The difference in Morale
scores between Men (M = 4.10) and Women (M = 4.16) is not significantly different. Results for
the test can be found in Table 26.
Table 26
Independent Samples Test for Morale and Gender
Levene's Test for
Equality of Variances

Morale

Equal variances
assumed

F

.287

Sig.
.593

t-test for Equality of Means

t
.608

df
209

Sig. (2Mean
Std. Error
tailed)
Difference Difference
.544
.05724
.09421

95% Confidence
Interval of the
Difference
Lower
Upper
-.12849
.24296

The final variable tested for Research Question 1 is Intention to Stay. Women responded
to both items with a higher response than average, indicating that they are more likely to stay
more than three years in their current position and current institution. Details on all the items can
be found in Table 27.
Table 27
Intention to Leave Items by Gender
Intention To Leave Items

All

Women

How long do you intend to stay in your current position?

2.91 (1.04)

2.95 (1.04)

How long do you intend to stay at your current institution?

2.92 (1.02)

2.93 (1.02)

Intention to Stay Subscale Scores

2.91 (.96)

2.94 (.96)

95
A t-test on the subscale scores was to determine if there are significant differences
between the Intention to Stay scores between men and women. Results are shown in Table 28.
Once again, Levene’s Test for Equality of Variances resulted in p > .05 so the values for equal
variances assumed was used. Results show that the differences are not significant, with t(209) =
.349, p = .72. The difference in Intention to Stay scores between Men (M = 2.89) and Women (M
= 2.94) is not significant.
Table 28
Independent Samples Test for Intention to Stay and Gender
Levene's Test for
Equality of Variances

Intention

Equal variances
assumed

F

.454

Sig.
.501

t-test for Equality of Means

t
.349

df
209

Sig. (2Mean
Std. Error
tailed)
Difference Difference
.727
.04654
.13320

95% Confidence
Interval of the
Difference
Lower
Upper
-.21604
.30912

Research Question 2
Research Question 2 examined differences in the satisfaction, morale, and retention of
CEMOs based on their roles and responsibilities. Participants in the survey were given a list of
17 common departments found in higher education institutions and asked which ones they
oversee. Based on an analysis of all the answers, six different categories were created to capture
their role: Spanners, Promoters, Supporters, Organizers, Misc with No Student Services, and
Misc with Student Services. Two-way ANOVAs were conducted to analyze the effect of gender
and area of responsibility interaction on Satisfaction, Morale, and Intention to Stay. These tests
were run as 2 X 6 ANOVAs. Results from the test on satisfaction found that there was not a
significant difference for responsibility code, gender, or the interaction of gender and

96
responsibility code. Descriptive statistics and results of the ANOVA can be found in Table 29
and Table 30.
Table 29
Descriptive Statistics for Satisfaction and Area of Responsibility
Descriptive Statistics
Dependent Variable: Sat_Avg
Area of
Std.
Responsibilities
Gender Mean
Deviation
Spanners
Women 4.3533
.50837
Man
4.2667
.79017
Total
4.3100
.66017
Promoters
Women 4.3733
.51750
Man
4.2875
.53506
Total
4.3149
.52543
Supporters
Women 4.2421
.72901
Man
4.2762
.59490
Total
4.2600
.65351
Organizers
Women 4.3529
.47712
Man
4.2833
.62353
Total
4.3241
.53295
Other Supporters
Women 4.4000
.41633
Man
4.6364
.44558
Total
4.5444
.43821
Other Organizers
Women 4.5273
.42212
Man
3.9667
.23381
Total
4.3294
.45244
Total
Women 4.3576
.53320
Man
4.2964
.61920
Total
4.3251
.57989

N
30
30
60
15
32
47
19
21
40
17
12
29
7
11
18
11
6
17
99
112
211
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Table 30
Two-way ANOVA Results on Effects of Gender and Responsibility on Satisfaction

Source
Corrected Model
Intercept
ResponsibilityCode
Gender
ResponsibilityCode *
Gender
Error
Total
Corrected Total

Tests of Between-Subjects Effects
Dependent Variable: Sat_Avg
Type III
Sum of
Mean
Squares
Df
Square
a
2.747
11
.250
3006.051
1
3006.051
.912
5
.182
.315
1
.315
1.451
5
.290
67.870

199

4017.720

211

70.617

210

F
.732
8814.010
.535
.925
.851

Sig.
.707
.000
.750
.337
.515

.341

a. R Squared = .039 (Adjusted R Squared = -.014)
Results from the test on morale also found that there was not a significant difference for
responsibility code, gender, or the interaction of gender and responsibility code. Descriptive
statistics and results of the ANOVA can be found in Table 31 and Table 32.
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Table 31
Descriptive Statistics for Morale and Area of Responsibility
Descriptive Statistics
Dependent Variable: Morale_Avg
Area of
Std.
Responsibilities
Gender Mean
Deviation
Spanners
Women 4.1250
.69092
Men
4.1000
.76310
Total
4.1125
.72182
Promoters
Women 4.2083
.50592
Men
4.0703
.73981
Total
4.1144
.67154
Supporters
Women 4.0197
.81890
Men
4.1071
.70410
Total
4.0656
.75213
Organizers
Women 4.0882
.61200
Men
4.1875
.62727
Total
4.1293
.60916
Other Supporters
Women 4.2500
.55902
Men
4.3409
.61260
Total
4.3056
.57717
Other Organizers
Women 4.4545
.55698
Men
3.6042
.52688
Total
4.1544
.67536
Total
Women 4.1566
.65474
Men
4.0993
.70694
Total
4.1262
.68193

N
30
30
60
15
32
47
19
21
40
17
12
29
7
11
18
11
6
17
99
112
211
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Table 32
Two-Way ANOVA Results on Effects of Gender and Responsibility on Morale

Source
Corrected Model
Intercept
ResponsibilityCode
Gender
ResponsibilityCode *
Gender
Error
Total
Corrected Total

Tests of Between-Subjects Effects
Dependent Variable: Morale_Avg
Type III
Sum of
Mean
Squares
df
Square
a
3.950
11
.359
2733.715
1
2733.715
.809
5
.162
.603
1
.603
2.998
5
.600
93.706

199

3690.016

211

97.656

210

F
.763
5805.478
.344
1.280
1.273

Sig.
.677
.000
.886
.259
.277

.471

a. R Squared = .040 (Adjusted R Squared = -.013)
Finally, results from the test on intention to stay found that there was not a significant
difference for responsibility code, gender, or the interaction of gender and responsibility code.
Descriptive statistics and results of the ANOVA can be found in Table 33 and Table 34.
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Table 33
Descriptive Statistics for Intention to Stay and Area of Responsibility
Descriptive Statistics
Dependent Variable: Intention_Avg
Area of
Std.
Responsibilities
Gender Mean
Deviation
Spanners
Women 2.8833
.95307
Men
2.9500
.92242
Total
2.9167
.93049
Promoters
Women 2.9333
.97955
Men
2.9531
1.04233
Total
2.9468
1.01207
Supporters
Women 2.8158
1.10818
Men
2.5238
.95494
Total
2.6625
1.02774
Organizers
Women 3.2353
.90342
Men
2.8333
.96138
Total
3.0690
.93278
Other Supporters
Women 2.7857
1.14953
Men
3.4545
.68755
Total
3.1944
.92576
Other Organizers
Women 2.9545
.78913
Men
2.6667
1.03280
Total
2.8529
.86177
Total
Women 2.9394
.96435
Men
2.8929
.96662
Total
2.9147
.96354

N
30
30
60
15
32
47
19
21
40
17
12
29
7
11
18
11
6
17
99
112
211
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Table 34
Two-Way ANOVA Results on Effects of Gender and Responsibility on Intention

Source
Corrected Model
Intercept
ResponsibilityCode
Gender
ResponsibilityCode *
Gender
Error

Tests of Between-Subjects Effects
Dependent Variable: Intention_Avg
Type III
Sum of
Mean
Squares
df
Square
a
9.049
11
.823
1362.818
1
1362.818
3.668
5
.734
.057
1
.057
4.138
5
.828
185.915

199

Total

1987.500

211

Corrected Total

194.964

210

F
.881
1458.736
.785
.061
.886

Sig.
.560
.000
.561
.805
.492

.934

a. R Squared = .046 (Adjusted R Squared = -.006)
Research Question 3
The third research question examined the impact of having a mentor on the Satisfaction,
Morale, and Intention to Stay scores of the respondents. This question was analyzed using a twoway ANOVA using gender and mentor code as the fixed factors and the Satisfaction, Morale, or
Intention subscale values as the dependent variables. Mentor code was a derived variable created
by looking at the answers to questions asking if the respondent ever had a mentor and if the
respondent ever had a sponsor. The answers to these two questions were combined to create a
new mentor code variable with possible values of “never,” “just mentor,” “just sponsor,” or
“both.” Based on previous research (Friday, 2014), it was expected that women with a mentor or
sponsor would have higher levels of job satisfaction than those without. The tests showed no
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significant effect of gender, mentorship code, or the interaction of the two on the Satisfaction or
Morale scores. Full results from the tests can be found in Table 35 and Table 36.
Table 35
Two-Way ANOVA Results on Effects of Gender and Mentorship on Satisfaction
Dependent Variable: Satisfaction_Avg

Source
Corrected Model
Intercept
Gender
MentorCode
Gender * MentorCode
Error
Total
Corrected Total

Type III
Sum of
Squares

df

1.896a
1911.331
.154
.991
.786
68.721
4017.720
70.617

7
1
1
3
3
203
211
210

Mean
Square
.271
1911.331
.154
.330
.262
.339

F

Sig.

Partial Eta
Squared

.800
5645.992
.454
.976
.774

.588
.000
.501
.405
.510

.027
.965
.002
.014
.011

F

Sig.

Partial Eta
Squared

1.093
3744.334
.343
1.568
.843

.369
.000
.559
.198
.472

.036
.949
.002
.023
.012

a. R Squared = .027 (Adjusted R Squared = -.007)

Table 36
Two-Way ANOVA Results on Effects of Gender and Mentorship on Morale
Tests of Between-Subjects Effects
Dependent Variable: Morale_Avg

Source
Corrected Model
Intercept
Gender
MentorCode
Gender * MentorCode
Error
Total
Corrected Total

Type III
Sum of
Squares

df

3.548a
1735.822
.159
2.181
1.172
94.108
3690.016
97.656

7
1
1
3
3
203
211
210

a. R Squared = .036 (Adjusted R Squared = .003)

Mean
Square
.507
1735.822
.159
.727
.391
.464
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Results for the two-way ANOVA did find a significant effect on mentorship code and
intention to stay. The test found that F(3,210) = 2.76, p = .043. Post-hoc tests using Tukey found
the biggest difference between the group having only a mentor and the group that had both a
mentor and a sponsor. Full results can be found on Tables 37, 38, and 39.

Table 37
Descriptive Statistics for Intention to Stay and Mentorship Code
Descriptive Statistics
Dependent Variable: Intention_Avg
Std.
Gender Mentorship Code Mean
Deviation
Woman None
2.8000
1.22927
Mentor Only
2.5000
.90453
Sponsor Only
3.2000
.44721
Both
3.1066
.93146
Total
2.9394
.96435
Man
None
2.5588
1.07358
Mentor Only
2.8148
1.00142
Sponsor Only
3.0000
1.15470
Both
3.0082
.89672
Total
2.8929
.96662
Total None
2.6481
1.11644
Mentor Only
2.6700
.96156
Sponsor Only
3.0833
.90034
Both
3.0574
.91181
Total
2.9147
.96354

N
10
23
5
61
99
17
27
7
61
112
27
50
12
122
211
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Table 38:
Two-Way ANOVA Results on Effects of Gender and Mentorship on Intention
Tests of Between-Subjects Effects
Dependent Variable: Intention_Avg
Type III
Sum of
Mean
Source
Squares
df
Square
a
Corrected Model
9.746
7
1.392
Intercept
859.319
1
859.319
Gender
.082
1
.082
MentorCode
7.564
3
2.521
Gender * MentorCode
1.982
3
.661
Error
185.219
203
.912
Total
Corrected Total

1987.500

211

194.964

210

a. R Squared = .050 (Adjusted R Squared = .017)

F
1.526
941.815
.090
2.763
.724

Sig.
.160
.000
.764
.043
.539
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Table 39
Post-Hoc Results for Intention to Stay and Mentorship Code
Dependent Variable: Intention_Avg
Tukey HSD
Mean
Difference
(I) Mentorship Code (J) Mentorship Code
(I-J)
Std. Error
None
Mentor Only
-.0219
.22812
Sponsor Only
-.4352
.33140
Both
-.4092
.20315
Mentor Only
None
.0219
.22812
Sponsor Only
-.4133
.30705
Both
-.3874
.16040
Sponsor Only
None
.4352
.33140
Mentor Only
.4133
.30705
Both
.0260
.28899
Both
None
.4092
.20315
Mentor Only
.3874
.16040
Sponsor Only
-.0260
.28899

Sig.
1.000
.556
.186
1.000
.535
.077
.556
.535
1.000
.186
.077
1.000

Research Question 4
The final research question involved structural equation modeling (SEM) to show
directionality and correlation among all of the demographic and work-life variables in relation to
the three latent variables of Job Satisfaction, Morale, and Intention to Stay. The initial SEM
model included seven demographic variables: WomenNom, Minority, YrsInPosition,
HighestSalary, AtPublic, LeadScorePct, and Mentor. Several of these variables were collected as
categorical variables and were dummy-coded to create values that could be used in the SEM
calculations. WomenNom is a representation of gender and is coded as 1 for women and 0 for
men. Minority is coded as a 1 for anyone identifying as an underrepresented minority and 0 for
White/Caucasian. YearsInPosition is a scale variable that did not need additional transformation.
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Salary information was collected using categorical salary bands. A variable of HighestSalary was
created to capture the respondents who reported a salary of $200,000 and above, which
represents the top 25%. Those making below $200,000 are coded as a 0 while those making at
least $200,000 or higher are coded as a 1. The AtPublic variable is used to identify the
respondents at public institutions (coded as 1) versus the respondents at private institutions
(coded as 0). The LeadScorePct is the scale variable based on answers to the Transformative
Leadership questions. More details on the derivation of this variable can be found in the
descriptive statistics section of Chapter 4. Finally, the Mentor variable is coded a 0 if the
respondent did not have a mentor and a 1 if the respondent had a mentor. The SEM model also
included six work-life variables: Career Support, Recognition, Discrimination, Working
Conditions, Compliance, and Goals. All of these variables are continuous scale variables and did
not need any transformation for the SEM model. Figure 4 shows the initial SEM model with all
variables included.
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Figure 4
Initial SEM Model

Several iterations were performed to drop variables that did not correlate or covary at a
significance level of at least p < .05. The model included none of the demographic variables. The
work-life variables of Discrimination and Compliance also dropped out of the model. Model fit
indices resulted in NC = 1.719, RMSEA = .058, CFI = .909, and SRMR = .1114. Figure 5
displays the SEM model with only significant paths included.
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Figure 5
SEM Model with Demographic and Work-Life Variables

Interactions were added to the model to understand if there are any differences for
women. A multi-group analysis was attempted using men and women as the input groups. This
model did not have enough responses in each group to be a valid model, but it provided a starting
point for adding interaction variables. Differences were noted with YrsInPos and Compliance, so
those were added as interactions on the main SEM model from Figure 5. The resulting model,
shown in Figure 6, found that the interaction between women and compliance was significant at
p < .1. Model fit indices are NC = 1.564, RMSEA = .052, CFI = .917, SRMR = .1055.
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Figure 6
Initial Interaction Model

A final analysis was conducted by adding an interaction variable for each of the
demographic and work-life variables to identify all possible significant interactions. When the
additional variables were added, a new model emerged. The interaction of women and
compliance was no longer significant. The only significant interaction was women and Career
Support, which has a direct effect on Satisfaction. The final model also had four Work-Life
variables with significant effects. Career Support, Recognition, and Working Conditions have a
significant direct effect on Morale, while Recognition and Goals have a direct effect on
Satisfaction. Satisfaction has a significant, direct effect on Morale, but Morale does not have an
effect on Satisfaction. Only Morale has a direct effect on Intention to Stay. The final model with
all significant paths can be found in Figure 7. The model fit indices indicate an excellent fit, with
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all values within the acceptable parameters outlined in the Data Analysis section of Chapter 3.
The NC = 1.499, RMSEA = .049, and CFI = .932, and SRMR = .0929.
Figure 7
Final SEM Model

Morale has the largest total effect on Intention to Stay. Career Support and Recognition
have the next highest effects with a path through Morale. Full details on all the effects for the
significant variables can be found in Table 40. The model explains 19% of the variance in
Intention to Stay, 66% in Morale, and 42% in Satisfaction.
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Table 40
Total Effects for Significant Variables
Variable

Path to Intention to Stay

Total Effect

Morale

Direct Effect

.43

Satisfaction

Through Morale

.095

Career Support

Through Morale

.142

Recognition

Through Morale

.125

Working Conditions

Through Morale

.069

Recognition

Through Satisfaction

.058

Goals

Through Satisfaction

.017

Women x Career Support

Through Satisfaction

.011

Summary
Analysis of the results shows that overall, the 211 CEMOs included in this study had high
levels of Job Satisfaction (M = 4.33) and Morale (M = 4.13). Roughly 40% plan to leave within
three years while another 40% intend to stay four or more years and about 20% are undecided.
Research Question 1 used t-tests to look for differences in the Job Satisfaction, Morale, and
Intention to Stay between men and women. No significant differences were found for any of the
variables. Research Question 2 examined the Areas of Responsibility for CEMOs by classifying
them into six different categories based on the departments that they oversee. No significant
differences in Job Satisfaction or Morale were found based on the Area of Responsibility
category. There was also no significant difference when including an interaction effect by
gender. Research Question 3 grouped the participants by the type of mentorship they have
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received in the past, including whether they had a mentor, sponsor, both, or neither. No
significant differences were found in Job Satisfaction or Morale overall or when including
gender as an interaction effect.
The main analysis for this research project was conducted through Structural Equation
Modeling (SEM) using AMOS, version 27. The final model found that Morale had a significant
direct effect on Intention to Stay. Job Satisfaction did not have a significant direct effect on
Intention to Stay, but it did have an indirect path through a significant effect on Morale. No
demographic variables had a significant effect on Morale, Job Satisfaction, or Intention to Stay.
The work-live variables of Career Support, Recognition, and Working Conditions had a
significant direct effect on Morale while Recognition and Goals had a significant effect on Job
Satisfaction. A significant interaction effect of Women on Career Support was observed for Job
Satisfaction. The final chapter will discuss four key findings based on these results as well as
implications for theory, policy, and practice. It will conclude with observations about study
limitations and suggestions for future areas of research.
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Chapter 5: Discussion
The purpose of this study was to gain insights into the experiences of people currently
serving in a chief enrollment management officer (CEMO) role. CEMOs are highly influential in
shaping policies impacting access and equity in higher education. However, the CEMO position
has a high rate of turnover and there is a need for a new generation of strong transformative
leaders who are ready to step into the CEMO role. This study analyzed the relationship between
demographic and work-life factors on job satisfaction, morale, and retention to gain a better
understanding of the reality faced by people in the CEMO role.
Chapter 1 outlined the purpose for the study and introduced the four research questions.
Chapter 2 presented a literature review with an overview of issues facing higher education, the
evolution of enrollment management and the CEMO role, dominant leadership theories in higher
education administration, and issues specific to women in leadership roles. Chapter 3 reviewed
the design of the survey along with the research methods used to collect and analyze data.
Chapter 4 presented the results of the data analysis for each of the research questions.
This final chapter will highlight key findings from the study and identify implications on
theory, policy, and practice. It will include a critique of the study and identify limitations. The
chapter will close with recommendations for future research and conclusions.
Summary of the Study
Data from 211 current CEMOs was collected through an online survey of 50 questions
administered in the winter of 2021. The survey questions were divided into six segments:
demographics, roles and responsibilities, leadership style, job satisfaction, experiences at work,
and future career plans. The demographics, roles and responsibilities, and leadership style
sections collected information about the respondent’s human capital. These responses were used
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to create eight independent demographic variables: gender, race, number of years in position,
salary, type of institution, areas of responsibility, leadership style, and mentorship. The section
titled “Your Experiences at Work” consisted of questions that were used to measure five
independent work-life variables: Career Support, Recognition, Discrimination, Working
Conditions, and Compliance. A sixth work-life variable was included to measure the
respondent’s ability to meet institutional goals. The job satisfaction section included scaled
questions to create latent variables for job satisfaction and morale. Finally, the future career plans
section collected data that were used to create a dependent latent variable for the intention to stay
measurement.
After performing data cleaning to address missing values and conducting tests for
normality, exploratory factor analysis (EFA) was performed in SPSS using the observed
variables for Satisfaction, Morale, and Intention to Stay. The results from the EFA were used to
create subscale values used as the dependent variables for research questions one through three.
Then, the EFA matrix was used as the basis for a confirmatory factor analysis (CFA) in AMOS.
Slight adjustments were made until good model fit was achieved. Endogenous values were
created from the EFA and used in a structural model that linked satisfaction, morale, and
intention to stay to exogenous variables for demographics (minority status, years in position,
salary band, type of institution, leadership score, and mentorship status) and work-life factors
(career support, recognition, discrimination, working conditions, compliance, and ability to meet
goals). The structural model was examined for significant factors impacting satisfaction, morale,
and intention to stay. Data from the responding CEMOs showed that the perception of Career
Support (.33), Recognition (.29), and Working Conditions (.16) had a significant and direct
impact on their morale. Recognition (.61) also had a direct and significant impact on
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Satisfaction, along with perceived ability to Meet Goals (.18). In addition, the interaction of
Women and Career Support (.12) had a significant direct effect on Satisfaction. Morale had a
significant and direct effect on Intention to Stay (.43) but there was not a significant impact
between Satisfaction and Intention to Stay. The model explains 66% of the variance in morale,
42% of the variance in satisfaction, and 19% of the variance in Intention to Stay.
Discussion of Findings
The outcome of this research can be summarized into four key findings that tell the story
of CEMOs currently working at U.S. institutions. Overall, CEMOs have a high level of
Satisfaction and Morale, with average scores of 4.33 and 4.13 out of 5.0, respectively. This
means that the average CEMO agrees or strongly agrees to statements related to Satisfaction and
Morale. However, the use of structural equation modeling (SEM) revealed more insight into
what factors impact (or have no impact) on Satisfaction, Morale, and Intention to Stay. Those
insights led to the four key findings outlined below.
Key Finding #1
The most prominent finding from the SEM is that Morale has the biggest impact on
intention to stay. This differs from the previous study by Rosser and Javinar (2003) that found
both Morale and Satisfaction have direct impacts on intention to stay among mid-level
administrators in higher education. While often used interchangeably, for the purposes of this
study, the construct of Morale is related to the respondent’s feelings about their institution, while
the construct of Satisfaction is related to the respondent’s feelings about their particular job
(Benge & Hickey, 1984; Bowles et al., 2009; Evans, 1997). The items related to the Morale
construct measure loyalty and commitment to the institution, as well as feeling valued, treated
fairly, and feeling proud. In contrast, items measuring the Satisfaction construct include
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questions about satisfaction with work responsibilities, freedom to make decisions, and trust and
confidence of colleagues. One explanation may be that as an executive-level position, the
average CEMO has high satisfaction because most CEMOs are empowered to make decisions
and have earned more freedom and trust by the nature of the role. The finding may also indicate
that if the institution is not a good fit, and therefore morale is low, CEMOs will leave to find a
different institution. Among those stating that they plan to leave within the next three years,
several commented on the fiscal policy of their institution, such as this White woman who stated,
“It has been dissatisfying that sometimes we are too fiscally conservative with our salaries and
benefits…small investments in salaries and benefits go a long way in showing our workforce that
we value them.” Another White woman indicated, “It has not always been easy to work at my
institution, as we are asking people to do more with less” while a White woman planning to
leave within the next year said “budgetary cuts and elimination of positions were not done in an
effective manner hurting morale campus wide.” It is interesting to note that salary of CEMOs
was not a significant factor impacting morale or satisfaction, yet some CEMOs feel that
decisions around the budget and particularly the impact on their staff can impact their morale and
the morale of others.
Key Finding #2
The findings from this study suggest that Recognition for Competence is very important
to CEMOs, as it has a significant impact on Morale and Satisfaction. The majority of CEMOs are
over the age of 40 (84%) and are highly educated, with 94% having a master’s degree or higher.
They have worked an average of 23 years in higher education. The data suggests that CEMOs
want to be acknowledged for their contributions and expertise and feel empowered to make
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decisions. This aligns to similar findings for professionals in student affairs roles (Anderson et
al., 2000; Johnsrud et al., 2000; Rosser and Javinar, 2003).
The Recognition category included items about having positive relationships with the
senior cabinet, authority to make decisions, and trust and guidance from their boss. Several
CEMOs commented on their relationships with their boss and other senior leaders. One younger
White woman wrote that she feels recognized by “small moments when the President has
thanked me for taking on work that is beyond the enrollment scope and allowed for good
conversations to happen within the cabinet.” Other CEMOs mentioned that their senior leaders
acknowledge their accomplishments publicly, such as this White woman who noted, “My
president does a good job sharing with the trustees, for example, some of the external
recognition I have received through the media” and this Black woman who commented that she
received “mentions in State of the Campus address” that contributed to “opportunities to lead
very public projects.” The findings suggest that institutional leadership, particularly at the
President/Chancellor level, can have an impact on both satisfaction and morale through
deliberate actions to publicly recognize their CEMO.
Key Finding #3
The third key finding involves the interaction of gender on the SEM. Results show that
career support has a significant impact on the experience of women CEMOs. The SEM suggests
that Career Support has a significant positive direct effect on Morale for both men and women,
but it also has a significant positive direct effect on Satisfaction only for women. Also significant
is the finding that when not controlling for Career Support, a significant difference emerges for
women related to stress around compliance issues. Items related to Career Support include
feeling that hiring practices and workload balance is fair, performance criteria are clear, and the
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institution provides support for professional development activities and career development.
These findings suggest that despite achieving an executive-level position, women CEMOs may
feel less confident in their skills, thus the need for additional professional development
opportunities. According to one White woman, “Funding is lacking for professional development
and tools necessary to do the job, and to advance the unit” while another White woman
commented, “The lack of financial resources has made it difficult to gain any professional
development, which then makes it difficult to stay up to date on best practices.” This finding
suggests that some women CEMOs may be experiencing imposter syndrome (Clance & Imes,
1978; Sandberg, 2013) and lack of confidence brought on by negative stereotypes of women
leaders (Hill et al., 2016; Li, 2014; Reynolds-Dobbs et al., 2008) where women’s self-image is
shaped by low societal expectations that define women as not being competent. Women also face
microaggressions that challenge their competence. The recent report Women in the Workplace
2021 found that 36% of senior leaders who are women reported being interrupted or spoken over
more than others compared to only 15% of men in similar positions. Additionally, 34% of
women leaders indicated their judgement was questioned in their area of expertise. Imposter
syndrome and microaggressions are likely contributing to women feeling that they need more
career support.
The other aspect of Career Support includes statements relating to fairness, including the
statements “the hiring practices in my unit are fair,” “the workload distribution is my unit is
fair,” and “the process for hiring external candidates is fair.” Previous research has compared
the ethic of justice with the ethic of care and suggested that women leaders are more likely to
display leadership traits consistent with the ethic of care (Gilligan, 1993; Larrabee, 1993;
Shields, 2017b; Simola et al., 2010). The perception of “fair” differs when examined through the
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lens of ethic of care. One Hispanic woman commented, “Workload within my unit is fair, but
workload across the institution is not.” She explains further that there are other units within her
institution that have more staff and fewer goals, “yet people in [her] area are paid less and [they]
have a smaller operating budget. It is hard to achieve targets when resources are so limited in
[her] area.” The importance of Career Support on Satisfaction and Morale for women is likely
related to their feminist style of leadership.
A final observation for this finding is the discovery that removing Career Support as an
interaction variable reveals that stress related to Compliance Issues becomes a significant factor
on Satisfaction for women. This indicates that women who do not receive support are more
likely to be overwhelmed by issues of compliance to federal, state, and local policies,
procedures, and mandates. Federal, state, and local policies are often rigid and leave little room
for context-dependent considerations, which can be challenging for women CEMOs who operate
with an ethic of care.
Key Finding #4
The final finding for this research is the observation that no demographic factors were
significantly related to Morale or Satisfaction. This finding contrasts with other previous
research on mid-level managers that showed salary and years in the position were a significant
factor (Chen et al., 2006; Donaldson & Rosser, 2007; Johnsrud et al., 2000; Rosser and Javinar,
2003). This is not surprising, however, because most CEMOs are highly paid with more years of
experience than the mid-level managers in the previous research. It suggests that at the executive
level, pay is less likely to impact satisfaction or morale.
This study also found no significant differences in morale, job satisfaction, and intention
to stay based on gender or race and ethnicity. These findings support results found for mid-level
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managers (Donaldson & Rosser, 2007; Rosser and Javinar, 2003), chief student affairs officers
(Holloway, 2003), and college and university presidents (Bruns, 2018). It shows that in general,
careers in higher education administration appear to offer favorable conditions for women and
minorities. However, this finding should be interpreted with caution, as there are still individual
experiences that should be considered, such as this comment from a woman who identified as an
underrepresented minority: “My salary is about 12-15% below other executive leadership, and
as much as 40% below the lowest paid white, male leader. This is a point of concern and
frustration.” Others commented on experiences where they had to specifically make their
position of authority known, due to assumptions based on their identities, such as this African
American man who wrote, “Unless you announce your position when on new committees or in
public meetings, POC in these positions are usually mistaken for lower-level staff,” and a White
woman who shared that she has experiences “when people assume [her] male counterparts are
the authority figure or decision-maker, when [she] may be the higher-ranking leader in the
meeting.” It is important to remember that only people currently serving in a CEMO role were
invited to take the survey. This leaves open the possibility that gender or race and ethnicity could
be a significant factor in attrition but was not accounted for because this group was not included
in the survey population.
A final demographic variable of note is the Leadership Score. Very little research exists
on the experiences of leaders using transformative leadership practices. This project adapted an
existing instrument to measure transformative leadership and used this variable as an input to the
SEM. Examining the results of the transformative leadership scores showed that on a scale of 0
to 1, with 0 indicating no transformative leadership tendencies and 1 indicating a tendency to
fully practice transformative leadership, nearly 70% of the respondents had scores that
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demonstrated more transformative leadership practices (scores greater than .5). Given the need
for transformative leadership practices to address changing demographics in the college-going
population, it is encouraging to observe that transformative practices appear to be prevalent
among CEMOs. The SEM found no significant links to satisfaction, morale, or intention to stay
based on the respondent’s Transformative Leadership score. A small, but not significant
difference noted was that CEMOs with more transformative leadership practices had slightly
higher scores for intention to stay. This provides for an optimistic view that transformative
leaders are currently holding CEMO roles and seem to be willing to stay at their current
institution.
Implications for Theory
Previous research on job satisfaction and morale in higher education often focuses on
lower-level staff or faculty (Bozeman & Gaughan, 2011; Rosser, 2004b). Very little research
exists on higher level positions, particularly newer positions such as the CEMO. This study used
a framework based on previous research by Rosser and Javinar (2003) on mid-level managers in
student affairs. It looked at the experiences of CEMOs using a theoretical framework that
combined feminist theory, transformative leadership theory, and human capital theory to produce
a conceptualization of the type of leader needed in higher education administration to navigate
the challenges of the coming decade.
Feminist theory, specifically with a Black feminist lens, examines differential group
treatment based on race, class, gender, sexuality, and citizenship status and includes the broader
perspective of women who have traditionally been oppressed. The small numbers of non-White
respondents made it difficult to do further analysis of intersectionality. Therefore, this research
project primarily focused on the different experiences of men and women in the CEMO role, but

122
gave attention to differences by race and ethnicity through qualitative responses to open-ended
questions. Results of the SEM model revealed differences between men and women, specifically
with the way that career support impacts job satisfaction. This supports previous research on
imposter syndrome, which Clance and Imes (1976) describe as the phenomenon that women
have lower expectations for themselves due to societal sex-role stereotypes that women are not
competent. In addition, the low numbers of women of color in CEMO roles highlights the
barriers these women face with “a concrete ceiling” (Reynolds-Dobbs et al., 2008, p. 129) in
attaining an executive-level position, as they deal with the intersection of sexism and racism.
The second theory guiding this research was human capital theory, which posits that the
set of skills, knowledge, and resources possessed by a worker can be “rented out” to their
employer (Ehrenberg & Smith, 1997, p. 286). Within the frame of labor economics, human
capital is the supply side, while the characteristics of the workplace and employer are the
demand side. The framework for the SEM analysis included seven demographic variables
representing the supply side and six variables related to work-life factors, representing the
demand side. Final results of the SEM found that none of the supply side variables impacted
morale, job satisfaction, or intention to stay. Only demand side variables, specifically those
related to career support, recognition for competence, working conditions, and ability to meet
institutionally defined goals, had an impact on morale and job satisfaction. These findings were
surprising because Rosser and Javinar’s previous study found both demand and supply side
factors were significantly related to morale, satisfaction, and retention.
Participants in both Rosser and Javinar’s (2003) study and this study have overlap in that
they have non-instructional support roles in areas including admissions, financial aid, and
registrar, with the difference being that mid-level managers likely report to CEMOs or other
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similar senior-level administrators. It was expected that some of the same factors impacting midlevel managers and CEMOs would be the same given that both groups work in the same
divisions and have built careers around the mission of serving students in their pursuit of higher
education. Indeed, the findings from this research project supported Rosser and Javinar’s
findings, along with other previous research on higher education administrative positions
(Donaldson & Rosser, 2007; Rosser, 2004a), showing that career support and recognition are
significant factors impacting job satisfaction and morale. However, the findings contrasted other
previous research on mid-level managers that showed salary and years in the position were a
significant factor (Chen et al., 2006; Donaldson & Rosser, 2007; Johnsrud et al., 2000; Rosser
and Javinar, 2003).
One reason for the differences may be explained by the difference in the level of the
positions. Lindorff’s research on Australian Commonwealth public service employees showed
significant differences in the job satisfaction factors depending on the level of their position. She
segmented the employees by their position classification, creating groupings of mid-level staff,
executive level staff, and senior executive level staff (Lindorff, 2011). Her findings showed that
lower level staff were more likely to be dissatisfied with career progression and development,
salary, fairness in recruitment and promotion, and governance (decision-making and
compliance). For senior executive employees, support for work-life balance had the biggest
influence on their attitude towards their organization. Lindorff’s results suggest that it is
expected that there will be different factors impacting morale and satisfaction, such as salary.
The findings of this research serve to support her findings given that not all of the factors
between mid-level managers and CEMOs were the same.
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The limited body of existing research on factors impacting job satisfaction and morale of
executive level higher education administrative positions presents some conflicting results
compared to the findings of this research on the CEMO position. A previous study of college and
university presidents (Bruns, 2018) found a significant difference in job satisfaction by type of
institution (public versus private), while this study found no significant differences between
CEMOs at public and private institutions. Holloway’s (2003) study of chief student affairs
officers in community colleges found that salary was a significant factor in satisfaction, which
was not supported by the CEMO’s responses. It is likely that these contrasting findings show that
the specific and unique responsibilities for each position makes it difficult to compare them even
though they are all positions within the top levels of leadership.
The third theory guiding this research is transformative leadership theory. The challenges
facing higher education institutions over the next decade due to a decline in the population of
traditional students will require leaders who are willing to envision new ways to deliver services
to a traditionally underserved population. Transformative leadership theory addresses these
challenges by promoting a leadership style that puts access and equity at the forefront. Research
on transformative leadership theory is limited, particularly in the context of higher education.
However, this research project contributed to the advancement of transformative leadership
theory several ways. First, this research used a modified version of an existing instrument to
measure tendencies to practice transformative leadership. Data were collected to create a
baseline measurement of the prevalence of transformative leadership practitioners among
CEMOs. Analysis of the data found that women were significantly more likely to practice
transformative leadership, supporting the classification of transformative leadership theory as a
feminist leadership style. In addition, the data showed that leaders at public institutions were
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significantly more likely to employ transformative leadership practices. Public institutions
receive state subsidies and are expected to promote educational, social, and economic
opportunities within the state (Saltmarsh & Hartley, 2011), while private institutions can align to
missions that promote their own interests or religious denominations. The findings from this
research project suggest differences among the leaders at different types of institutions.
Ultimately, this research serves to advance existing theories on feminist theory and
human capital theory, and previous work on job satisfaction, morale, and intention to stay by
supporting previous results showing the significant impact of recognition, career support, and
working conditions on morale and job satisfaction on staff in higher education administrative
positions. It also supports Rosser and Javinar’s (2003) model of morale impacting intention to
stay. In addition, the research supports previous findings that there is a difference in the factors
impacting job satisfaction and morale by the level of position (Lindorff, 2011). The study
demonstrated that more investigation is needed to understand the nature of job satisfaction and
morale for CEMOs and other executive level leadership roles such as president, provost, and
other chief officers. The research laid the groundwork for more studies investigating
transformative leadership theory among leaders in higher education. It showed promising
findings regarding women and minorities in that it supports previous studies suggesting that
gender and race and ethnicity are not significant factors in higher education professions, but
attention still needs to focus on individual experiences.
Implications for Policy
Most of the factors discussed in this research are controlled by the institutions or the
employees, such as the structure of the position, salary and benefits, and providing professional
development opportunities. However, state and federal policy makers should take note of the
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significance of compliance issues and their effect on job satisfaction, particularly for women.
Respondents to the survey indicated that federal and state mandates and policies increase their
workload and hamper their effectiveness. Austin found that “increasing state and federal
regulation and greater intervention in institutional affairs by state legislative bodies and
coordinating boards are diminishing the power of campus presidents” (Austin, 1984, p. 2). Based
on the survey responses, a similar impact occurs with CEMOs. This is relevant because having
the authority to make decisions and feeling a great degree of freedom on the job are two
important factors in job satisfaction. When asked why they were motivated to move into a
CEMO position, many respondents indicated a desire to have a deep impact, such as “the
opportunity to work on access and opportunity for underrepresented students,” “I wanted to have
a louder voice at the table,” and “impact policy and practice at a higher level to increase student
completion and graduation.” Yet some CEMOs see their ability to make progress impacted by
regulations. One survey respondent provided the following description of their experience:
The amount of regulatory reporting has exploded over the years and we have not hired
additional staff to account for this. I would rather us focus 100% of our time on student
recruitment and retention than a growing portion of our time on reporting to external
bodies.
Another respondent summed up their frustration with policies governing their ability to provide
monetary support to students:
Financial Aid adheres to federal, state, and local compliance and awarding policies.
Often following and applying these guidelines misdirects blame or lack of caring about
the success of students.
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These statements demonstrate the moral conflicts faced by CEMOs who are torn between
enforcing rules and regulations that are often not context-specific and more suited to an ethic of
justice. Other respondents addressed the “ability to keep track of the changing legislative rules
across the financial aid, admissions, and student services areas is time consuming” and noted
that laws are “often adopted as unfunded mandates for our system office and campus. So the
burden falls to already underfunded and under resourced areas such as enrollment
management.” Another respondent lamented “recent federal stimulus acts related to COVID-19
have increased workloads.” Frustration caused by the perception of unfair workloads can have
an impact on the CEMO’s feelings of career support, which is particularly significant for the
satisfaction and morale of women.
It is clear from the responses that federal and state mandates are taking time and
resources from CEMOs and their staff. Compliance policies can also negatively impact their
ability to serve students, as indicated in the quote above regarding financial aid policies.
Vanderbilt University’s “The Cost of Federal Regulatory Compliance in Higher Education: A
Multi-Institutional Study” in 2015 found that higher education institutions spend between 2%
and 8% of non-research expenditures on federal regulations. When considering new policies and
regulations, legislators and Departments of Education need to understand the broad ranging
impacts of factors such as the expense, the increase to workload, and the opportunity costs of
other initiatives, as well as the effect on job satisfaction and morale on staff and administrators.
Implications for Practice
The body of existing research on CEMOs is slim and this is the first study to provide
empirical evidence of factors that contribute to job satisfaction and morale. Much of the previous
research has focused on mid-level professionals and turnover among Student Affairs staff. The
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findings from this study have implications for individuals interested in the CEMO role and the
institutions who hired them.
Implications for Institutions
The findings from this study suggest that all the significant factors impacting morale, job
satisfaction, and intention to stay are related to actions within the institution’s control. The
significance of the Recognition and Career Support work-life factors indicates that CEMOs want
to be acknowledged for their contributions and expertise as well as have access to professional
development opportunities. This aligns with similar findings for professionals in student affairs
roles (Anderson et al., 2000; Johnsrud et al., 2000; Rosser and Javinar, 2003).
Previous research has found that turnover at the highest levels of leadership can create
tension and instability for senior leaders (Gaval, 2009; Kolomitz, 2016). According to research
from Higher Education Publications, Inc., between April 2018 and March 2021, there has been
turnover of 50% of provosts (1,691 of 3,391) and 36% of presidents/chancellors (1,502 of
4,135). This turnover impacts CEMOs as they struggle to adjust to new leadership. According to
a woman who identifies as an underrepresented minority: “We have new leadership on campus
and that makes responding difficult. Additionally, the pandemic has made developing
relationships with new leaders difficult‒I expect this will improve.” A White woman commented
that a “brand new president who is difficult to read, especially in remote work environment,
leaves [her] a little more uncertain than [she’s] used to being.” Presidents, provosts, and other
top leaders who are stepping into new roles need to be aware of the uncertainty that their
presence brings and ensure they forge connections with their CEMO to understand the strategic
direction of the enrollment management organization before setting new directives around
recruitment, retention, and graduation goals.
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Within the area of Career Support, CEMOs commented on their appreciation for having
time to devote to professional development opportunities. One White woman said, “I am
encouraged to attend conferences and participate in accreditation work, which is important to
me” while another Asian woman commented, “I have significant support from my campus for
professional development and my campus President (who I do not report to) has nominated me
to a few national professional development opportunities to prepare the next generation of
college presidents.” However, an issue expressed by many CEMOs is the terminal nature of the
position. The next step for many CEMOs would be president, which several indicated is not an
appealing move. The same Asian women wrote, “I consider, for the time being that I have
limited career development/promotion opportunities (by personal choice), as I feel I have a good
work life balance right now and would not want to take on more to harm that balance,” and a
White man indicated there is “no opportunity to be promoted because [he has] no desire to be a
university President.” A White woman wrote about the alternatives to a promotion by
indicating, “There aren't opportunities at my institution for promotion. I could take on related
responsibilities, but not as a promotion.” Senior leaders who oversee CEMOs should ensure
they are encouraged to attend conferences and other professional development activities and
work with them to understand their future career plans. For some CEMOs, this could be a
promotion to a higher-level role, but for others it could mean expanding responsibilities for
additional departments or taking leadership roles in national organizations.
A final implication for institutions is the significance of ability to meet goals on CEMO’s
job satisfaction. When asked what they like least about their job, many of the responses indicated
lack of resources and the stress of meeting goals. One White woman wrote, “It can be stressful to
meet the goals each term, term over term, year over year.” This was echoed by another White
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woman who described the “pressure to achieve progress in all facets, even when goals conflict”
and a White man who wrote “the job is very stressful and our success in EM is often reduced to
whether or not enrollment and revenue goals have been met.” A few CEMOs shared stories
about their ability to collaborate with other leaders as the best part of their job, such as this
Hispanic woman who said she has a “seat at the table to help determine best plan for a univ [sic]
sustainability model” and a White woman who enjoys “the opportunity to collaborate across
campus. [She likes] the pressure to achieve results and [she likes] having to work across campus
to get things done.” It is clear that most CEMOs are high-achieving individuals who work hard
but often face unrealistic expectations. Institutional leaders should ensure that CEMOs are
involved with setting goals and are provided the resources necessary to be successful.
Implications for Individuals
The results from this research suggest good news for those interested in a CEMO
position. None of the demographic factors were significant factors in morale or job satisfaction.
This suggests that individuals of varying gender, race, salary, years of experience, leadership
style, and access mentors have had positive experiences serving in a CEMO position. Morale and
job satisfaction is more likely to be related to the working conditions that exist at each
institution. In particular, people seeking a CEMO position should look for an institution with
collaborative leaders who set reasonable goals, provide adequate resources, support their CEMO
through public recognition, and provide support for professional development activities. Younger
professionals who are considering a CEMO role need to be aware of the limited opportunities for
promotion. CEMOs who want to advance will often need to move to another institution, which
can be a challenge for some who have ties to their campus, such as this White woman who
wrote, “I do not wish to relocate until my children leave for college. I have a strong relationship
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with my current president and I am committed to staying in my position while the president is at
the institution.” Another White woman wrote, “I intend to stay because I am too young to retire,
this is my hometown, and it is a good place to raise my family” while a White man wrote that he
intends to stay due to “family ties here” and “loyalty to this school.”
Individuals aspiring to a CEMO role should note the importance that sponsors can have
on helping to secure a position. This research project found that 64% of the CEMO respondents
had a sponsor and only 13% indicated that they never had a mentor or a sponsor. When asked
what motivated them to take a CEMO role, one White woman said that she “really fell into it.
Never planned on being in the chief position but happy to have a mentor who made sure that
[she] was ready to step into the role” and a Black man indicated his “mentor motivated” him.
Younger professionals should seek out opportunities for formal and informal mentoring
programs, but also make connections with senior leaders within the same institution or through
professional organizations, since sponsorship is more likely to lead to a promotion than classical
mentoring (Ibarra et al., 2010).
In summary, this research suggests several implications for both institutions and the
individuals working in CEMO. Senior leaders within higher education institutions need to
collaborate with their CEMO and demonstrate that they trust their CEMO by giving them a voice
in important decisions and publicly acknowledging their accomplishments. High turnover rates
among top-level positions in higher education creates stress for CEMOs as they adjust to new
leaders. New presidents and other senior leaders need to prioritize the need to establish a trusting
relationship with their CEMO and avoid making swift changes without first understanding the
established strategic initiatives. CEMOs need to be given opportunities for professional
development and encouraged to take on new responsibilities either within the institution or
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externally through professional organizations. Individuals interested in pursuing a CEMO role
should carefully consider the culture of the institution, such as whether the CEMO role is
included as part of the president’s cabinet, the resources available to support the institution’s
enrollment management operations, and the commitment to providing professional development
opportunities. Individuals in a CEMO role need to consider their long‒term career goals, which
may require relocating geographically to take on a different CEMO role or preparing for a
higher-level role such as the President.
Critique of the Study and Limitations
Clearly, any study that consists of a single survey will provide limited results in that it
only presents a single snapshot in time. This is perhaps even more important to consider for this
study, which took place in the winter of 2021, when most institutions were approaching one year
of operations under the Covid-19 pandemic. Most institutions had transitioned to mostly remote
classes and travel bans led to the cancellation of traditional methods of student recruitment. Data
from the National Student Clearinghouse showed that undergraduate enrollment decreased by
4% for the fall 2020 semester, with freshmen enrollment declining by 16% overall and by 22% at
community colleges (Sedmak, 2020). At the time of the survey, many administrators were
concerned about whether the declines will continue into the fall of 2021 and whether high school
students will be prepared for the college environment given the disruption and transition to
online learning (Field, 2021). Many have also had to adjust their admissions application review
process to accommodate high school students who were unable take standardized tests. When
the survey was administered, many institutions were in the midst of determining long term
policies for the use of standardized tests as part of the admissions process (Hoover, 2021).
Survey results, particularly answers to questions about the ability to meet goals and work-life
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questions may have been impacted by the high levels of stress and uncertainty that CEMOs had
been under for the past year. It is also possible that some CEMOs may have been experiencing
an improvement in work-life balance at the time they completed the survey, due to less travel
and fewer events, allowing them to spend more time at home. Additional research should be
conducted in a few years to capture the post-pandemic experiences of CEMOs.
Another limitation is that several of the demographic variables were collected as
categorical variables and transformed into dummy nominal variables in order to use them in the
structural equation model. In particular, salary was collected by asking the participants to
identify their salary based on ranges of $25K. The salary bands ranged from below $75K to
greater than $300K. There was the concern that asking CEMOs to list their salary would result in
many incomplete answers, so to reduce nonresponse, banded salary levels were presented. This
resulted in only three responses to the salary question that contained no answer. A similar
approach was taken to collecting the age of the survey participant, again with the concern that
age would be too personal to reveal for some respondents. The survey used age bands of five
years, starting with less than 35 and ending with 60 or older. All participants responded to the
age category survey questions. However, it was very difficult to translate the age data into a
dummy variable. In contrast, number of years in position was captured as a continuous number.
Future surveys should consider collecting the true age and true salary instead of leveraging dropdown categories of options. This would allow for a more powerful statistical analysis of
continuous variables.
Future Areas of Research
The results from this research open the door to future research on the experiences of
CEMOs and other senior-level higher education administrators. There are four areas in particular
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where additional research could enhance the findings from this project. First, it is important to
recognize that this project focused on people currently serving in the CEMO role. Additional
research should be conducted on people who have recently left a CEMO position. According to
the 2020 AACRAO Career Profile on chief enrollment management officers, 18% of
respondents indicated they plan to retire as their next career move. Additional research should
focus on the CEMOs who leave but do not retire. These people may have moved to another
institution or took a different type of position. Understanding their experience will be useful to
determine if the same factors (career support, recognition, working conditions, and ability to
meet goals) were significant in their morale, job satisfaction, and decision to leave. It may also
help to understand if gender or race and ethnicity are factors for those who have left a CEMO
position.
A second area of future research involves further investigation into the areas of
responsibility. This project found that the scope of responsibilities varies widely among
institutions, even within institutions of similar size and mission. Attempts were made to group
CEMOs by their high-level areas of responsibility to identify any differences in morale or
satisfaction. There were no significant differences when comparing the mean morale and
satisfaction scores between groups. However, additional exploration showed significant
differences in the ability to meet goals when comparing the average scores of CEMOs who
report to a president as opposed to a provost or other senior leader. CEMOs who report to a
president have more challenges meeting goals (M = 2.47) than CEMOs who report to someone
else (M = 2.74) with t(209) = 2.802, p < .01. Future research could help institutions consider the
optimal areas of responsibility and reporting structure to support their CEMO.
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The third area for additional research would involve repeating a similar study on a
broader range of high-level leaders. Research on satisfaction, morale, and retention of college
and university presidents and the chief student affairs officer exists (Bruns, 2018; Holloway,
2003), but there is a dearth of research on other vice president-level positions such as chief
diversity officers, provosts, directors of advancement, chief human resources officers, and chief
information officers. Additional research would reveal any common themes for leadership roles
within higher education.
Finally, this research attempted to identify CEMOs with a transformative leadership
style. transformative leadership has been studied more extensively in K-12 education,
particularly with school principals and superintendents (Andersen, 2014; Boske & Diem, 2012;
Robinson, 2017; Shields, 2017a), yet the tenets also apply to the volatile, uncertain, complex,
and ambiguous reality facing higher education in the next decade. Potential future studies could
examine changes in student body demographics and achievement outcomes, along with changes
in admissions policies and retention programs to determine if a CEMO’s propensity for
transformative leadership is related to changes within the institution. Research could also focus
on the needs and preferences of transformative leaders in relation to their morale and satisfaction
to help institutions build an environment that maximizes their chances of attracting and retaining
transformative leaders.
Final Remarks
This study was conducted to gain a better understanding of CEMOs and their
experiences. It is clear from the comments that many CEMOs are passionate about helping
students succeed and are willing to work in stressful conditions because they feel they are
making a difference. When asked what motivated them to move into a CEMO position,
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responses included “opportunity to influence mission,” “opportunity to work with great students
and stakeholders,” “drive policy development and affect institution-wide change,” and
“opportunity to help students pursue their dreams and set them up for success.” As far as the best
part of their job, CEMOs replied with “helping students transcend to upper ward mobility,”
“bringing more students to college who would otherwise not have the opportunity,” and
“realizing that helping students enroll in college is a step in helping them achieve their goals.”
One White woman replied, “Watching the life of the student. Recruiting a kid that didn't think
they were necessarily college material and then watching them succeed and walk across the
stage to graduate a [sic] four or five years later.”
High turnover among CEMOs means that there are a plethora of openings for the next
generation of leaders who want to be at the forefront of crafting policies that will impact the
future of higher education and social mobility. On average, current CEMOs have high job
satisfaction and morale, regardless of race, gender, years of experience, and type of institution.
Younger professionals seeking a CEMO role should look for a position that values collaboration
and direct access to the highest levels of leadership, ideally as a direct report to the president or
member of the president’s cabinet. This study shows promising results for women and
minorities, who have traditionally been underrepresented in these roles. Hiring practices for
those looking to fill CEMO roles need to be expanded to include a diverse set of candidates.
Well-supported CEMOs of all genders, races, and ages can find satisfaction in a career that
allows them to make deep and equitable change that will have a transforming effect on their
communities and the greater society.
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Appendix A: Survey Questions
Introduction
The field of Enrollment Management is relatively new in higher education and there is limited
research on Enrollment Management leaders. Existing research has found that the role is
characterized by high stress and high turnover. This survey will collect information about the
experiences of current chief enrollment management officers to determine if there are factors that
may lead to higher job satisfaction and potentially shape the way institutions approach
structuring this role in the future.
The research is being conducted by Lisa Emery for her dissertation in Educational Leadership at
Eastern Michigan University. Lisa works in the Office of the Registrar at the University of
Michigan-Ann Arbor and is an active member the American Association of Collegiate Registrars
and Admissions Officers (AACRAO) as a conference presenter and contributor to SEM
Quarterly. She also serves as the chair of the Enrollment Management committee for the
Michigan Association of Collegiate Registrars & Admissions Officers (MACRAO).
The survey should take approximately 20 minutes to complete. You can save and return to the
survey later if you are unable to complete it in one sitting. Make sure to click the 'Next' button
before exiting to save your answers.
Who should complete this survey?
The person currently serving in a chief enrollment management position is the most appropriate
person to respond to this survey. Examples of titles for this position include Coordinator for
Enrollment Services, Vice President for Enrollment, Associate Vice President for Enrollment
Services, Dean of Enrollment Management and Assistant Director of Enrollment Services.
The chief enrollment management position is responsible for developing and implementing
comprehensive strategic enrollment management efforts focused on retention, recruitment, and
admissions. The position often has direct managerial responsibility and oversight for key
enrollment units and enrollment services of the institution and is responsible for strategies that
focus on retention and completion, recruitment and student success.
Based on the description above, do you currently hold the chief enrollment management position
at your institution?
__ Yes
__ No
(required question - answers to No will end the survey with a thank you)
<page break>
Consent Statement
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<page break>
Section 1: Demographics
This section is about you and your background in order to understand the general characteristics
of people serving in this position.
With what gender do you identify?
__ Man
__ Woman
__ Trans* or Transgender
__ Prefer not to answer
__ Other (Please Specify _________________)
What is your age? (dropdown)
__ Less than 30
__ 30 to 34
__ 35 to 39
__ 40 to 44
__ 45 to 49
__ 50 to 54
__ 55 to 59
__ 60 or more
Which race/ethnicity best describes you (Please choose only one.)
__ American Indian or Alaskan Native
__ Asian/Pacific Islander
__ Black or African American
__ Hispanic
__ White/Caucasian
__ Prefer not to answer
__ Multiple ethnicity/other (Please Specify ________________)
What is your current salary? (dropdown)
__ Below $75,000
__ Between $75,000-$99,000
__ Between $100,000-$124,000
__ Between $125,000-$149,000
__ Between $150,000-$174,000
__ Between $175,000-$199,000
__ Between $200,000-$224,000
__ Between $225,000-$249,000
__ Between $250,000-$274,000
__ Between $275,000-$299,000
__ Between $300,000-$324,000
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__ Between $350,000-$374,000
__ Between $375,000-$399,000
__ Between $400,000-$424,000
__ Between $425,000-$449,000
__ Greater than $450,000

What is your highest level of education?
__ Bachelor’s degree
__ Master’s degree
__ Doctoral degree
__ Other professional degree (JD, MD)
__ Other: __________________
Approximately how many years of experience do you have working in higher education?
___
Approximately how many years have you worked at your current institution?
___
Approximately how many years have you been in your current position?
___
Throughout your entire career, do you feel like you have had at least one person who served as a
mentor to you? A mentor is defined as someone with more experience than you who has
provided advice and/or guidance.
__ Yes
__ No
Throughout your career, do you feel like you have had at least one person who served as a
sponsor to you? A sponsor is defined as someone in a higher position in your institution who is
personally invested in your upward career mobility and advocates for your advancement.
__ Yes
__ No
<page break>
Section 2: Role and Responsibilities
This section consists of questions about your current institution and details about your role and
responsibilities.
Which of the following describes the control of your current institution?
__ Public
__ Private, not-for-profit
__ Private, proprietary
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__ Other: ______________
Which of the following describes the level of degrees offered at your current institution?
__ 2-year institution
__ 4-year undergraduate only
__ Undergraduate, graduate, & professional
__ Graduate/professional only
__ Other: _________________
Which of the following describes the location of your current institution?
__ Rural (population less than 10,000)
__ Suburban (population from 10,000 to 1,000,000)
__ Urban (population over 1,000,000)
__ Multiple campus locations in multiple areas
__ Other (Please specify __________________)
What is your institution’s approximate total annual enrollment?
_____________________________
In a typical year, how difficult is it to enroll enough students to meet your institution’s
enrollment goals?
__ Very difficult
__ Somewhat difficult
__ Neutral
__ Somewhat easy
__ Very easy
In a typical year, how difficult is it to enroll the right type of students to meet your institution’s
enrollment goals?
__ Very difficult
__ Somewhat difficult
__ Neutral
__ Somewhat easy
__ Very easy
Do you feel that your institution’s enrollment goals are reasonable to make your job
manageable?
__ Always
__ Most of the time
__ About half of the time
__ Sometimes
__ Never
Do you feel that your institution’s enrollment goals can be accomplished with the resources
available to your organization?
__ Always
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__ Most of the time
__ About half of the time
__ Sometimes
__ Never
What is your involvement with each of these areas? (dropdown with options of ‘Responsible for
this area’, ‘Participate in this area’, ‘No involvement in this area’)
__ New Student Recruitment
__ Admissions
__ Marketing
__ Financial Aid
__ Bursar
__ Registrar
__ Institutional Research
__ Career Services
__ Student Affairs/Dean of Students office
__ Orientation/New Student Programs
__ Academic Advising
__ Retention/Student Success Programs
__ International Student Recruitment
__ International Student Admissions
__ International Student Services
__ Veteran’s Services
__ Mental Health Services
Please list any other offices or areas that report to you that are not listed above.
__________________________________________
To whom do you report?
__ Chief Executive (President, Chancellor, or other top leader at your institution)
__ provost/Chief Academic Officer
__ Vice President/Chancellor
__ Associate Vice President/Chancellor
__ Assistant Vice President/Chancellor
__ Other: __________________
In what area did you work before moving into a chief enrollment management officer position?
__ Admissions/Recruiting
__ Advising
__ Faculty
__ Financial Aid
__ Institutional Research
__ Information Technology
__ Other: ___________________________
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What motivated you to move into a chief enrollment management officer position?
____________________________________________________________________________
____________________________________________________________________________
____________________________________________________________________________
What do you like best about your job?
____________________________________________________________________________
____________________________________________________________________________
____________________________________________________________________________
What do you like least about your job?
____________________________________________________________________________
____________________________________________________________________________
____________________________________________________________________________
<page break>
Section 3: Leadership Style
This section consists of questions about your leadership style. There are many different
approaches to organizational leadership and these questions aim to identify your dominant
leadership beliefs, dispositions, and actions.
The following questions include two statements. Both statements may be important to you.
Please select the one from each pair that best reflects your position.
A good leader strives to… (Choose one)
__ ensure that the organization runs efficiently.
__ ensure an equitable experience for everyone within the organization.
A good leader believes… (Choose one)
__ that everyone is entitled to his/her individual beliefs.
__ it is important to engage people in dialogue about topics like racism, classism, and
homophobia.
A good leader acknowledges that… (Choose one)
__ some units need a greater share of resources than others and distributes resources accordingly.
__ equality is important and distributes fiscal resources equally throughout the organization.
A good leader always strives to find…(Choose one)
__ a win-win solution to a problem.
__ the most equitable solution to a problem.
A good leader…(Choose one)
__ knows and acts upon his or her own “non-negotiable” values.
__ complies with the majority perspective in the institution.
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A good leader begins a new position by spending time…(Choose one)
__ identifying his or her own goals.
__ examining the achievement data for the institution.
A good leader recognizes that a major challenge to the success of all student is… (Choose one)
__ an inequitable system.
__ the differing views and practices of various ethnic and socio-economic groups.
<page break>
Section 4: Your Experiences at Work
These questions ask about your satisfaction with your current position:
Strongly Disagree Neutral
Disagree
There is sufficient variety in my job.
O
O
O
I enjoy working in my position.
O
O
O
I have input in deciding matters that
O
O
O
affect my work.
I have a great deal of freedom on the job.
O
O
O
I have the trust and confidence of my
O
O
O
colleagues.
I am satisfied with the work and
O
O
O
responsibilities I have.
Compared to my peers of similar
O
O
O
experience and skills, my salary
compensation is fair.

Agree
O
O
O

Strongly
Agree
O
O
O

O
O

O
O

O

O

O

O

Please make any additional comments about your satisfaction (or lack of satisfaction) with your
current position. <open comment box>
_________________________________________________________________________
_________________________________________________________________________
_________________________________________________________________________
These questions ask about your satisfaction with your current institution:
Strongly Disagree Neutral
Disagree
I am loyal to the institution.
O
O
O
My institution is a good place to work.
O
O
O
I am committed to this institution.
O
O
O
This institution values its employees.
O
O
O
There is a sense of common purpose at
O
O
O
my institution.
This institution is a caring organization.
O
O
O
This is a fair organization.
O
O
O
I am proud to work for this institution.
O
O
O

Agree
O
O
O
O
O

Strongly
Agree
O
O
O
O
O

O
O
O

O
O
O
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Please make any additional comments about your satisfaction (or lack of satisfaction) with your
current institution. <open comment box>
_________________________________________________________________________
_________________________________________________________________________
_________________________________________________________________________
<page break>
This section has a series of questions asking about your experiences at work. Please consider
your current position only when answering the questions.
These questions ask about the support you receive at work:
Strongly Disagree Neutral
Disagree
I am given support for professional
O
O
O
activities.
I have opportunities for career
O
O
O
development.
The hiring practices in my unit are fair.
O
O
O
There are clear performance criteria
O
O
O
outlined for my job.
The workload distribution in my unit is
O
O
O
fair.
I have the opportunity to be promoted at
O
O
O
my institution.
The process for hiring external
O
O
O
candidates is fair.

Agree
O

Strongly
Agree
O

O

O

O
O

O
O

O

O

O

O

O

O

Please use this comment box to share any specific examples that illustrate the support you have
or have not received. <open comment box>
_________________________________________________________________________
_________________________________________________________________________
_________________________________________________________________________
<page break>
These questions ask about the recognition that you receive at work:
Strongly Disagree Neutral
Disagree
I am given recognition for my
O
O
O
contributions.
I am given recognition for my expertise.
O
O
O
There is sufficient guidance from my
O
O
O
supervisor.

Agree
O

Strongly
Agree
O

O
O

O
O
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I feel a high degree of trust from my
supervisor.
I receive feedback on my performance.
I have the authority to make decisions.
Mentoring is available in my unit.
I have a positive relationship with senior
cabinet members.
There is strong leadership at my
institution.
I feel the pressure to perform.

O

O

O

O

O

O
O
O
O

O
O
O
O

O
O
O
O

O
O
O
O

O
O
O
O

O

O

O

O

O

O

O

O

O

O

Please use this comment box to share any specific examples that illustrate the recognition you
have or have not received <open comment box>
_________________________________________________________________________
_________________________________________________________________________
_________________________________________________________________________
<page break>
These questions ask about any discrimination you may have experienced at work.
For the purposes of this survey, the following definitions should be considered:
Stereotyping occurs when you encounter someone with a widely held view or image of a
particular group of people.
Harassment occurs when you experience any unwelcome conduct.
Discrimination occurs when you experience any unjust or prejudicial treatment in employment or
career opportunities.

I have experienced racial/ethnic
stereotyping at my institution.
I have experienced racial/ethnic
harassment at my institution.
I have experienced racial/ethnic
discrimination at my institution.
I have experienced gender stereotyping
at my institution.
I have experienced sexual harassment at
my institution.
I have experienced discrimination at my
institution based upon my gender.

Strongly Disagree Neutral
Disagree
O
O
O

Agree
O

Strongly
Agree
O

O

O

O

O

O

O

O

O

O

O

O

O

O

O

O

O

O

O

O

O
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I have experienced stereotyping at my
institution based on my age.
I have experienced harassment based
upon my age.
I have experienced discrimination based
upon my age.

O

O

O

O

O

O

O

O

O

O

Please use this comment box to share any specific examples of stereotyping, harassment, or
discrimination you may have experienced. <open comment box>
_________________________________________________________________________
_________________________________________________________________________
_________________________________________________________________________
<page break>
These questions ask about working conditions at your institution:
Strongly Disagree Neutral
Disagree
My unit receives adequate resources.
O
O
O
The reputation of my institution is an
O
O
O
asset to me.
I am satisfied with my salary.
O
O
O
My physical work environment is
O
O
O
adequate.
My access to parking is adequate.
O
O
O
Benefits and retirement plans meet my
O
O
O
expectations.

Agree
O
O

Strongly
Agree
O
O

O
O

O
O

O
O

O
O

Please use this comment box to provide any specific examples of issues that enhance or diminish
your ideal working conditions. <open comment box>
_________________________________________________________________________
_________________________________________________________________________
_________________________________________________________________________
<page break>
These questions ask about your experience with issues of compliance to federal, state, and local
policies, procedures, and mandates:
Strongly Disagree Neutral Agree Strongly
Disagree
Agree
Federal government mandates increase
O
O
O
O
O
my workload.
Compliance with state policies and
O
O
O
O
O
procedures affects my workload.
Bureaucratic red tape hampers my
O
O
O
O
O
effectiveness.
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Program reviews increase my unit’s
effectiveness.
Budget reviews increase my unit’s
effectiveness

O

O

O

O

O

O

O

O

O

O

Please use this comment box to share any examples of issues with compliance to federal, state,
and local policies that positively or negatively impact your ability to do your job. <open
comment box>
_________________________________________________________________________
_________________________________________________________________________
_________________________________________________________________________
<page break>
These last questions ask about your future career plans.
How long do you intend to stay…

in your current position?
at your current institution?
in the higher education profession?

Less than
one year

1 to 3
years

O
O
O

4 or more
years

O
O
O

O
O
O

Don’t know or
undecided
O
O
O

How long do you intend to stay in your current position?
__ Less than one year
__ 1 to 3 years
__ 4 or more years
__ Don’t know or undecided
How long do you intend to stay at your current institution?
__ Less than one year
__ 1 to 3 years
__ 4 or more years
__ Don’t know or undecided
How long do you intend to stay in the higher education profession?
__ Less than one year
__ 1 to 3 years
__ 4 or more years
__ Don’t know or undecided
What are the key reasons for your decision to stay in your current position and/or current
institution for that length of time? <open comment box>
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_________________________________________________________________________
_________________________________________________________________________
_________________________________________________________________________
Would you like to receive a summary of the results of this survey? If so, please provide an email
address. Your email address will be separated from the survey results to provide confidentiality.
_____________________________________
Thank you for your participation in this survey. The results of this survey will be used to inform
recommendations for the development of the profession.
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Appendix B: Consent Form
What is the purpose of this survey?
The field of Enrollment Management is relatively new in higher education and very little
research exists on enrollment management leaders. This survey aims to collect information from
enrollment management leaders to understand the challenges and highlights of the role.
What is the study procedure?
Participation in this study involves completing an online survey. It should take approximately 20
minutes to complete the survey.
What types of data will be collected?
The survey will ask questions about your experiences with your current position, your leadership
style, and your career choices and education prior to taking your position. It will also ask for
demographic information including gender, age, and race/ethnicity.
What are the risks?
The primary risk of participation in this study is a potential loss of confidentiality. Your name
and email will not be linked to the survey data, but given the limited population of chief
enrollment management officers, it is possible that a combination of answers could make
identification of specific participant feasible. Some of the survey questions are personal in nature
and may make you feel uncomfortable. You do not have to answer any questions that make you
uncomfortable or that you do not want to answer.
What are the benefits?
You will not directly benefit from participating in this research. Benefits include understanding
factors that impact job satisfaction among chief enrollment management officers that could
impact future leaders.
Is this study confidential?
Your information will be kept confidential by using a study ID code in the data set instead of
your name or email address. Your information will be stored in a password-protected computer
file. Information will be stored for at least one year after the project ends, but may be stored
indefinitely so that it can be used for future studies. The principal investigator and her advisor
will have access to the information you provide for research purposes only. Information will not
be shared with other researchers. The results of this research may be published or used for
teaching. Identifiable information will not be used for these purposes.
Is there compensation for this study?
There is no compensation for participation in the survey.
Who do I contact for more information?
If you have any questions about the research, you can contact the Principal Investigator, Lisa
Emery at lemery@emich.edu or by phone at 734-546-0178. You can also contact Lisa’s adviser,
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Dr. Rema Reynolds Vassar, at rreyno@emich.edu or by phone at 734-487-2713. For questions
about your rights as a research subject, you can contact the Eastern Michigan University Office
of Research Compliance at human.subjects@emich.edu or by phone at 734-487-3090.
Is participation voluntary?
Participation in this research study is your choice. You may refuse to participate at any time,
even after consenting to this survey, with no penalty or loss of benefits to which you are
otherwise entitled. You may choose to leave the study at any time with no loss of benefits to
which you are otherwise entitled. If you leave the study, the information you provided will be
kept confidential. You can withdraw your consent by emailing the Principal Investigator listed
above. You may request, in writing, that your identifiable information be destroyed. However,
the Principal Investigator cannot destroy any information that has already been published.
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Appendix C: IRB Approval
Feb 19, 2021 9:50:58 AM EST
Lisa Emery
Eastern Michigan University, Leadership and Counsel
Re: Exempt - Initial - UHSRC-FY20-21-131 Examining Job Satisfaction and Retention of chief
enrollment management officers
Dear Lisa Emery:
The Eastern Michigan University Human Subjects Review Committee has rendered the decision
below for Examining Job Satisfaction and Retention of chief enrollment management officers.
You may begin your research.
Decision: Exempt - Limited IRB
Selected Category: Category 2.(iii). Research that only includes interactions involving
educational tests (cognitive, diagnostic, aptitude, achievement), survey procedures, interview
procedures, or observation of public behavior (including visual or auditory recording) if at least
one of the following criteria is met:
The information obtained is recorded by the investigator in such a manner that the identity of the
human subjects can readily be ascertained, directly or through identifiers linked to the subjects,
and an IRB conducts a limited IRB review to make the determination required by §46.111(a)(7).
Renewals: Exempt studies do not need to be renewed. When the project is completed, please
contact human.subjects@emich.edu.
Modifications: Any plan to alter the study design or any study documents must be reviewed to
determine if the Exempt decision changes. You must submit a modification request application
in Cayuse IRB and await a decision prior to implementation.
Problems: Any deviations from the study protocol, unanticipated problems, adverse events,
subject complaints, or other problems that may affect the risk to human subjects must be reported
to the UHSRC. Complete an incident report in Cayuse IRB.
Follow-up: Please contact the UHSRC when your project is complete.
Please contact human.subjects@emich.edu with any questions or concerns.
Sincerely,
Eastern Michigan University Human Subjects Review Committee

